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Internship Summary Paper
[bookmark: _Toc270096354]Introduction
My position with P&A Metal Fab, Inc. (P&A) was as a Strategic Management Intern. My main responsibility was planning the content of an annual management retreat and to help implement the strategic initiatives decided upon after the meeting. I was able to provide supporting materials for the meeting as well as a system for implementing projects discussed at the meeting. I’m glad to report that I did accomplish all that I set out to accomplish this summer for my internship with P&A. I will be continuing my relationship with them into the Fall semester to give continuing support and guidance for implementing the projects decided upon at the management retreat. As such, there is one extra deliverable that is not quite done because I plan on completing it during the school year.
[bookmark: _Toc270096355]Original Position Plan (double click to view)


[bookmark: _Toc270096356]Summary of Deliverables
Planned Deliverables:
· Management meeting handouts
· Project Management materials
· Project Charter Template
· WBS Template
· Gantt Chart template
· Communication Plan Template
· Change Control Log
· Various teaching materials
Actual Deliverables (see appendix):
· Management meeting handouts
· Management Retreat Handout
· Management Retreat Handout Special Edition
· Management retreat summary materials
· Project Management materials
· Project Charter Template
· WBS Template
· Project Scheduling/Gantt Chart template
· Communication Plan Template
· Change Control Log
· Change Request form
· Lessons learned
· Various teaching materials
· Project Planning overview
· WBS and Schedule template tutorial
· Improved strategy alignment handbook (half done)
[bookmark: _Toc270096357]Critique of Company
[bookmark: _Toc270096358]SWOT of Company

[bookmark: _Toc270096359]Top Findings
[bookmark: _Toc270096360]Insufficient human resources
Much of the SWOT analysis pointed towards a staff shortage or an inefficient utilization of current staff. The staff is often too busy to tend to strategic items. Currently one of their customers makes up a very large majority of their business. This is a dangerous position to be in and is recognized by management. However, despite this being a concern for the past 3-4 years, little progress has been made toward alleviating the inherent risk associated with this position. New business from new customers is what is required to balance the customer concentration. Those within the current sales organization that are capable of gaining new business are often too busy with dealing with the demands of maintaining current relationships, that there is little time to prospect new customers.
Recommendation
My recommendation to P&A would be to hire a sales manager to help support the sales organization. This would be an opportunity to increase the skill set of the organization because they would be hiring from outside the company. The sales manager could focus on the strategic aspects of the sales organization and alleviate the president of the company so that he could focus on the strategic aspects of the company as a whole. Hiring a sales manager could also increase the marketing expertise of the company thereby increasing the efficiency of the sales force. 
[bookmark: _Toc270096361]Lack of Strategy
P&A is very busy with its day-to-day operations and leaves little time for strategic thinking and strategy implementation. The management retreat that I help to plan is supposed to be an annual occurrence, but it hasn’t been held since 2005. The marketing position of the company is sometimes unclear, which leads to confusion when determining how to find new customers. 
Recommendation
Create and maintain the following:
· Mission Statement
· Values Statement
· Vision Statement
By putting the mission/values/vision of the company into words, P&A will better be able to communicate internally and externally its value proposition. This is really a starting point for strategic planning and will help them to make decisions much quicker. 
After developing mission/values/vision statements, P&A should implement the strategic alignment project that they received at the end of the spring semester. By actively engaging in the strategic alignment process, P&A can increase its knowledge and experience in strategic execution. By using the Kaplan and Norton alignment process, P&A will be able to address its financial, customer, internal process, and internal learning concerns. This is not something that its competition is doing, and could give P&A an operational advantage.
To do this, it will be necessary to hold the management retreat annually and refer back to it throughout the year. These management retreats should be for strategic planning only.
[bookmark: _Toc270096362]Fierce competition
Increasing competition from foreign metal fabrication companies in China has been a consistent threat to this industry in the USA. Because of this, customers can be very price sensitive and be lost to the competition. Another threat is suppliers entering into the fabrication business with a lower cost structure. P&A needs to find a way to either find less price sensitive customers, or better communicate the added value that they provide that the competition does not.
Recommendation
Create a marketing plan in-line with the company strategy. The marketing plan should aim to get away from segments whose main concern is low price. P&A can focus on being an integrated solution to its customers. P&A has already shown success at providing excellent customer service and production integration with its largest customer; they should seek segments that need similar service and integration. They need to become part of their customers “operating reality” and be the go to supplier for metal fabrication. P&A will never become the low-price leader because they can’t compete with Chinese companies that have a much lower cost structure. What P&A can have an advantage with is their level of service and accessibility. 
[bookmark: _Toc270096363]Assessment of My Learning
This internship was based mainly on one of my first year electives, but I was able to integrate my knowledge gained from all of my first year coursework. I was able to view the business operations at a very high level and take into account all of the concerns of the company at once. It was very good training for being a top level manager without the risk involved with being actually responsible for the business. The three key items I will be able to take away from this internship are as follows:
[bookmark: _Toc270096364]Strategic management can fall by the wayside
In the course of the day, the low level daily operations always seem to trump the higher level strategic concerns of the company. If a manager isn’t careful, he can be blinded by the minutiae of day-to-day business. If this is the case then the business will miss opportunities to build the business, or worse, be caught unawares by a major threat.
By focusing on higher level strategies such as mission/values/vision statements, a company shows discipline to define itself within the market. While the creation of these higher level goals may seem arbitrary or obvious, it becomes clear how useful they are when confronted with difficult questions. Difficult questions such as:
· What customers do we want?
· What makes us better than the competition?
· What direction is the company headed?
· Is everybody on board?
These are questions that every business must be able to answer if it expects to continue on for any length of time.
[bookmark: _Toc270096365]Change is inevitable
In working with P&A I was able to observe how market changes affect a company, and how these changes must be addressed to stay competitive. P&A was able to survive the economic downturn when many of their competitors could not. However, with the failure of many of its competitors, P&A is faced with how they will react to the change in the marketplace. Will they be able to take advantage of the situation, or will new stronger competitors show up and make it harder for them? 
Since change is always on the horizon, it important to plan for it and mitigate the risks involved. I was able to see the pressure that is involved with having a skewed customer concentration. P&A’s business couldn’t survive in its current organization without one of its customers. The pressure of balancing their customer concentration is palpable and must be addressed even if there is no immediate threat. 
[bookmark: _Toc270096366]Systems Work
One of the difficulties that P&A dealt with before my internship was a lack of follow-up after the management retreat. The strategic items discussed in the meeting were soon forgotten after the meeting. My first few days at P&A I spent reading over the materials from past management retreats. It was very telling how the same issues were being discussed every year. What P&A needed was a closed loop system of addressing the issues discussed and a way to attack and monitor the issues throughout the year. 
The project management materials that I utilized in my first year were very helpful to the employees in enacting change in the organization. All of the employees want certain changes to happen, but don’t know how to enact them without being provided a system for their accomplishment. 
My first year of coursework has taught me many methods of logical analysis and problem solving that were very useful for the P&A to implement. Something as simple as a SWOT analysis gave P&A a tool to organize the issues that they face in a simple and logical manner. 
[bookmark: _Toc270096367]Time management is the key to success
During my time with P&A I was able to see how important time management is to personal success within an organization. I was given the opportunity to work from home whenever I saw fit since P&A was so far away from Salem. I learned that I was no good when I was working from home because I could never get into work mode and was easily distracted. This may seem like a little thing to learn, but it is really a continuation of my experiences with time management at Atkinson.
[bookmark: _Toc270096368]Application for the Future
In my future position I will be able to appreciate the importance of higher level strategy, and will be able to make myself a more valuable employee by aligning my goals with the goals of the organization. I will be able to adjust quicker to change and give help in making high-level decisions. 

[bookmark: _Toc270096369]Deliverables Appendix

[bookmark: _Toc270096370]Management Retreat handout (double click)



[bookmark: _Toc270096371]Management Retreat summary slideshow (double click)


[bookmark: _Toc270096372]Project Management Materials
[bookmark: _Toc270096373]Project Charter (double click)



[bookmark: _Toc270096374]WBS/Scheduling workbook Template (Gantt chart is on second tab) (double Click) 

[bookmark: _Toc270096375]Communication Plan Matrix (double click)


[bookmark: _Toc270096376]Change Request Form Template (double click)


[bookmark: _Toc270096377]Change Control Log Template (double click)


[bookmark: _Toc270096378]Lessons Learned Template (double click)



[bookmark: _Toc270096379]Teaching Materials
[bookmark: _Toc270096380]Project Management Overview (double click)
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Materials suppliers going into metal fabrication
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P&A Metal Fab, Inc. Position Plan

Summary

This summer I am working for P&A Metal Fab, Inc. (P&A) as a Strategic Management Intern. In this position I will be helping to plan, execute, and follow up on a management retreat scheduled for July 21, 2010. This internship continues my relationship with P&A that originated with the spring 2010 Strategic Alignment with Projects class. In the aforementioned class, a group of MBA candidates including myself produced a strategic alignment project notebook to help P&A align their organization with their stated strategy. This internship is an opportunity to assist in the implementation of the aforementioned project notebook. This in turn will help P&A accomplish the goals decided within the management retreat. The duration of this position will be for a minimum of 6 weeks from July 7, 2010 to August 20, 2010.

Position Objectives

The following section describes the several objectives that I hope to achieve during my internship with P&A.

Objective 1:

Facilitate the planning and execution of the July 21, 2010 management retreat.   In pursuing this objective, I hope to increase my understanding about projects, strategic planning, and change management. 

Goals:

· Communicate effectively with P&A management to effectively plan topics to discuss at the retreat.

· Plan management retreat with Dan Aronson and produce all of the necessary deliverables to communicate its objectives. 

· Create professional quality materials for the retreat

· Create digital documents of the notes taken at the meeting

· Follow-up with the attendees afterwards to help implement the initiatives that were decided during the meeting.

Tactics:

In order to accomplish these goals I need to proactively approach P&A management to solicit ideas and guidance in planning the management meeting. I will create agendas and handouts for the meeting to facilitate discussion. I will participate in the leading of the meeting when necessary.

Objective 2:

Facilitate the execution of projects created at the management retreat. Learn more about the implementation of project management techniques in a real world environment. 

Goals:

· Create professional quality project management templates that can be used by management team

· Communicate with management to understand needs of the organization.

Tactics:

I will create project management templates according to PMA standards that will be useful for P&A. These may include templates for:

· Project Charter

· Work Break Down Structure

· Gantt Chart

· Communication Plan

· Change log

Objective 3:

Facilitate the implementation of the strategy alignment project provided by Atkinson students during the spring semester.

Goals:

· Further explain the elements of the project and the tactics for implementation

· Modify the templates provided in the project if needed

Tactics:

I will communicate with Dan Aronson to determine the usefulness of individual project elements. I will also develop a plan for the implementation of the complete process in the future. I will utilize elements of the project as much as possible in my deliverables.
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Management Retreat

[bookmark: _Toc267409332]Retreat Schedule



[bookmark: _Toc267382345][bookmark: _Toc267402674][bookmark: _Toc267402911][bookmark: _Toc267403018][bookmark: _Toc267404734][bookmark: _Toc267409333]Morning Session		9:00AM – 12:00PM

Participants:

· 

2 | Page



· Dan Aronson

· Geoffrey Bruce

· Eric Caldwell

· Bryce Hanson

· Greg Huyck

· Gary Perez

· Loretta Wyler

· 





[bookmark: _Toc267382346][bookmark: _Toc267402675][bookmark: _Toc267402912][bookmark: _Toc267403019][bookmark: _Toc267404735][bookmark: _Toc267409334]Lunch			12:00 PM – 1:00 PM

All morning and afternoon participants are invited to lunch





[bookmark: _Toc267382347][bookmark: _Toc267402676][bookmark: _Toc267402913][bookmark: _Toc267403020][bookmark: _Toc267404736][bookmark: _Toc267409335]Afternoon Session	1:00 PM – 4:00 PM

Participants:

· 

· Wayne Arnold

· Dan Aronson

· Geoffrey Bruce

· Eric Caldwell

· Steve Callier

· Bryce Hanson

· Greg Huyck

· Gary Perez

· JB Poulson

· Jerry Round

· Paul Stepanek

· Terry Wagner

· Steve Warner

· Loretta Wyler








[bookmark: _Toc267409336]Morning Session- 9:00am-12:00pm



[bookmark: _Toc267402678][bookmark: _Toc267402915][bookmark: _Toc267403022][bookmark: _Toc267404738][bookmark: _Toc267409337]Attendees:

· 

· Dan Aronson-	 President

· Geoffrey Bruce- Company CPA

· Eric Caldwell-	 VP of Manufacturing

· Greg Huyck-	Customer Service Manager

· Bryce Hanson-	Strategic Management Intern

· Gary Perez-	 VP of Sales WA office

· Loretta Wyler-	Accounting and HR



[bookmark: _Toc267402679][bookmark: _Toc267402916][bookmark: _Toc267403023][bookmark: _Toc267404739][bookmark: _Toc267409338]Presiding:

Dan Aronson

[bookmark: _Toc267402680][bookmark: _Toc267402917][bookmark: _Toc267403024][bookmark: _Toc267404740][bookmark: _Toc267409339]Agenda:

· 9:00-9:15 AM		Introduction

· 9:15-10:00 AM		Discussion: Precor Concentration	

· 10:00-11:00 AM	Discussion: Non-Precor Sales Growth

· Oregon Sales Manager

· 11:00-11:10 AM	::Break::

· 11:10-11:50 AM	SWOT analysis 

· 11:50 AM-12:00 PM	Concluding remarks/ next steps

[bookmark: _Toc267402681][bookmark: _Toc267402918][bookmark: _Toc267403025][bookmark: _Toc267404741]Notes:


[bookmark: _Toc267409340]Afternoon Session- 1:00pm-4:30pm



[bookmark: _Toc267402683][bookmark: _Toc267402920][bookmark: _Toc267403027][bookmark: _Toc267404743][bookmark: _Toc267409341]Attendees:





· Wayne Arnold

· Dan Aronson

· Geoffrey Bruce

· Eric Caldwell

· Steve Callier

· Bryce Hanson

· Greg Huyck

· Gary Perez

· JB Poulson

· Jerry Round

· Paul Stepanek

· Terry Wagner

· Steve Warner

· Loretta Wyler



[bookmark: _Toc267402684][bookmark: _Toc267402921][bookmark: _Toc267403028][bookmark: _Toc267404744][bookmark: _Toc267409342]Presiding:

Dan Aronson

[bookmark: _Toc267402685][bookmark: _Toc267402922][bookmark: _Toc267403029][bookmark: _Toc267404745][bookmark: _Toc267409343]Agenda:

· 1:00-1:30 PM		Introduction and report of morning session

· 1:30-2:35 PM		Discussion: Training

· 2:00-2:30 PM		Discussion: Lean

· Ken commented on Lean. His comments are included unedited in this notebook. (only Geoffrey, Dan, and Bryce’s notebook)

· 2:30-2:45 PM		::Break::

· 2:45-3:55 PM		Individual Presentations:

· 2:45-2:55 PM	Eric- How Precor orders are written	

· 2:55-3:05 PM	Greg- Large project coordinators

· 3:05-3:15 PM	Terry- P&A products

· 3:15-3:25 PM 	Jerry- Sales team collaboration

· 3:25-3:35 PM	Paul- Virtual NPD cell in manufacturing

· 3:35-4:00 PM		Discussion: General Discussion

· Maybe mention something about building P&A MGMT team.

· 4:00-4:20 PM		Assignments

· Maybe mention the project management training material in this handout.

· 4:00-4:30 PM		President Summary

· If not already mentioned, state why there was no discussion on CAPEX items

[bookmark: _Toc267402686][bookmark: _Toc267402923][bookmark: _Toc267403030][bookmark: _Toc267404746]Notes:






[bookmark: _Toc267409344]Bryce’s Summary of employee suggestions



A few questions:

· Paul said that “we need to seek high value customers and do anything and everything to start making their parts. Probably exactly what we did with Precor.” So what exactly did we do to get Precor?

· More generally, what is the process for identifying and approaching a potential high value repeat customer?

· What did Steve W mean by “Inventory accountability” and “The requirement for new equipment”?

· On one of the previous agendas, the topic of internal reorganization came up, and a note next to it said “need to let go” what was meant by this?

· Previously, rework and hidden costs were discussed at the management meetings, is this still a problem?

I also found that a few topics are recurrent throughout suggestions for this meeting as well as previous management meetings:

1) Sales Process

a. Obtain new high value repeat customers ($50,000+) 

i. A need to prioritize these prospects (Paul, Jerry)

ii. Increase collaboration between inside and outside sales (Jerry)

b. Streamline quote process

i. Cross train or increase access to engineering resources (Paul)

ii. Use Accounting to assist sales in repeat orders (Loretta)

2) Training (Paul, JB, Gary)

3) Lean System

a. Use of teams to increase communication (Paul, Greg, Ken)

b. Reduce processes (Paul, Eric, Ken, Steve C.)

In addition there were several suggestions for new purchases:

1. Replace old power supply as some will not pass calibration.

1. Make all new weld tables.

1. New torch reamer for FANUC.

1.  Bridge crane or Jib crane

1. Bigger weld shop or all under one roof in Canby.

1. Improve technology in the WA Sales Office to better meet current sales support requirement.

1. Vision measurement system

1. Replace one or more of the RG Amada press brakes

1. Replace the Apelio with an Amada EML

1. Look at upgrading some of the lift truck fleet

1. Cleanpak’s Batch Powder Coat line



[bookmark: _Toc267409345]Abridgement of each individuals input for the meeting:

Wayne:

1. Replace one or more of the RG Amada press brakes.

1. Replace the Apelio with an Amada EML (Shawn)

· Look at upgrading some of the lift truck fleet.

· Discuss old Cleanpak Facility’s Batch Powder Coat line

· Would have to take it all

· Could lease out the portion of the facility in which it sits

· Make sure everything on it is working before discussing too much.

· Property of building owner not Huntair



Eric:

· Address Raw Material Quality

· Change how Precor orders are written.

· Problems:

· Not enough lead time

· Forecasts cause us to order materials that sit at suppliers for months

Steve C:

· Scaling back of monthly inventory taking.

· Establishing a Centralized Critical Materials Storage Area.



Greg H:

· Continued drawing review for manufacturability at the quote stage or before layout.

· Complete and documented information for layout.

· Non-verbal information documented on the drawing.

· Non-conflicting information in layout package.

· Large projects should have a Coordinator 

· Delegates various parts of the project out

· Pays attention the schedule for the project

· Communicates the progress of the project

Gary:

1. Improve technology in the WA Sales Office to better meet current sales support requirement.

1. Formal training in Solomon for both office (Jodi) and Gary to gain efficiency.

1. Evaluate / implement - ISO 9000 certification / training for the Washington Sales office.



JB:

· Replace old power supply as some will not pass calibration.

· Make all new weld tables.

· Move forward with training print reading , math, ect….

· New torch reamer for FANUC.

·  Bridge crane or Jib crane

· Bigger weld shop or all under one roof in Canby.

· More work.



Jerry:

· Inside and Outside Sales collaboration

· Double team new clients to show increased attention.

· Inside sales turn over clients to Outside Sales after last follow-up

· Have the Sales team meet alone during retreat

Paul:

· Need for new customers

· Small window of opportunity to gain new customers

· Ideas: 

· separate New Product Development (NPD) from Production

· NPD team

· Conspicuously Mark NPD parts

· Laminate

· Cross training to reduce quote turn times

Terry:

· P&A Products

· Only low liability risk products

Steve W:

· Inventory accountability (raw and finished goods). 

· The requirement for new equipment.

Ken:

· Change Corporate Culture

· Change mindset from “good enough” to “nominal”

· Six-Sigma (my interpretation)

· Improve measurement system

· Investigate, research, and need of vision measurement system

· Have a team investigate 2-3 vision inspection systems

· Examples:

· Virtek Laser QC

· Micro-Vu Excel

· Lean Manufacturing

· Investigate partnering with Oregon Manufacturing Extension Partnership (OMEP: www.omep.org)

Loretta:

· Use Accounting department to assist Sales department

· For repeat jobs

· Look at outside services that could be done in-house

[bookmark: _Toc267409346]Some Unedited Comments from Paul, Ken, and Jerry

[bookmark: _Toc267409347]Paul’s Comments Unedited

Thanks Dan. From our 1st meeting before I started working at P&A over two years ago till today we have discussed the need for new customers to offset the sales of Precor. I think we’ve done well in bringing in new customers over the last two years but I think we could do better with a more focused effort. I feel there are a few changes we could make that would allow New Product Development to be more of a pull process instead of a push. 

Precor is very important and deserves the attention is receives from the different departments. But, we need to figure out how to continue to support Precor while having the ability to pull new projects in and give the same level of support. In most cases new customers are willing to switch suppliers only in the case of a quality or delivery issue with their current supplier. The window of opportunity is usually pretty small and we need to be able to dazzle the new potential customer when we have the chance. The process which we use should be consistent and documented so it works the same every time for each new potential customer (and sales rep).

In order to create such a lush environment for new customer we need to be able to separate NPD from production, physically were we can and virtually where we cannot.

Some thoughts.

Sales – 

Quotes turn times need to be held at a minimum. In some cases cross training and use of engineering resources might make sense? 

Not directly related but we need to seek high value customers and do anything and everything to start making their parts. Probably exactly what we did with Precor.

Order Processing – Some jobs can sit upwards of (2) days wanting to be written up and sent to engineering. Need a trigger to identify priority.. Perhaps salesman can write up? 

Engineering – Need to identify and isolate quick-turn prototypes for new potential high value customers.  

Virtual NPD cell in manufacturing. Need a way to identify NPD parts and have a select group targeted to manufacture. New parts should be ran by the more experienced to eliminate the risk of quality issues and at the same time improve velocity.

Maybe use a laminated sheet to identify the wo as hot or as a NPD proto.



[bookmark: _Toc267409348]Ken’s Comments Unedited

Quality Department Suggested Discussion Topics

1)	Maturing of the Company Culture

The current culture or mindset of P&A is one that has served us very well over the years. This culture has been one of “make the parts within tolerance & they will be good enough”.  For some of our customers this is still the case as that they are of a like mind. But as we have seen with our largest customer, Precor, and some of the new customers we are trying to develop, Pedigo, Tidlan, Simplex & Brammo, we are being lead in an ever increasing direction where this philosophy will hinder our growth & profitability. 

 I strongly encourage the management of P&A to consider the development of plans to change the culture of the company from the “good enough” mindset to one where we constantly strive to meet the product requirements as close to nominal as possible & yet never using any more than ⅔ of the allowed tolerance. 

The QA Dept. understands that perfection is not possible, let alone practical, in all our processes. But if we make nominal our goal instead of “in tolerance” we can be assured that we will not be shipping any parts outside of the required specifications. The blue line in the chart below represents our current culture. The red vertical lines represent tolerance limits, the green vertical lines are control limits. The blue bell curve shows the distribution when we work within the tolerances, notice we still have fallout outside of the tolerances. If our processes focus on nominal as shown by the purple bell curve combined with utilizing control limits vs. tolerance limits we can greatly reduce the amount of out of tolerance product. 



This process is not easy; it is also one that takes a great deal of time & commitment. It will involve the entire workforce from sales thru accounting to accomplish but the return in less overall waste, returns, bad parts & increased customer confidence is well worth the effort. This would not be an undertaking to approach lightly.  It will take clear & concise planning & execution from all levels of the company to effectively mature the company’s culture.

Again I would encourage the management team to seriously consider taking steps to mature the culture of P&A as a strategic plan to increase the profitability of the company

2)	Enhancement of Measurement Capabilities

Allocate appropriate resources to investigate, research, & determine the needs of the company for a vision measurement system. The need for measurement of complex & highly detailed flat (or limited sized 3D parts) is becoming increasingly evident. While the Faro is acceptable for what it does, it is limited by the operator in regards to its speed & repeatability. The current generation of vision systems is of such a caliber that they are highly repeatable & accurate in the measurement of flat sheet metal &, based on which product, some even have CMM touch probe capabilities for a limited height.

The investigative team would prepare appropriate ROI’s for 2 – 3 vision inspection systems that meet the requirements of the company for such a device. Present findings to management with recommendations for purchase. 

The goal would be to have the selected device in place & operational by end of 2011.

Vision systems to consider may include:

		Virtek Laser QC

		

		Micro-Vu Excel



		[image: http://www.virtek.ca/images/LaserQC800.jpg]

		

		[image: http://www.microvu.com/images/excel-3.jpg]







3)	Lean Manufacturing

Seriously investigate partnering with organizations such as Oregon Manufacturing Extension Partnership (OMEP: www.omep.org) for implementation of real life lean manufacturing practices as well as other manufacturing best practices implementation.

[bookmark: _Toc267409349]Jerry’s Comments Unedited

Possible Suggestions:   

1. In the sales Dept. we receive in and provide various quotes daily, We first submit our quotes, then at some point we hopefully do some form of follow up after the fact.I am wondering if it would be helpful if after the last follow up they should  be turned over to the outside sales group for continued follow up ?  Esp on new acct’s or old ones that have gone inactive, ? ( the concern is possible  missed future opportunities )



 2)   We have a wealth of talent on board, I would like to see P&A formally have our sales group ( only )meet just for the purpose of Brain storming and reviewing our Marketing approach, I think it would be beneficial  about twice a year.  ( esp midway through the Year if changes in direction are needed for adjustment. ) Going forward I believe the Market is going to be ever changing and even more dynamic.

        3 )  I am wondering in some case’s when we bring on a new account with potential, that we double team them with inside and outside  Personel, Not to overwhelm the account but to show the increase attention, Over the years I have seen where this appears to work very well. ( IE:Pedigo , Brook’s Mfg, Kieth Mfg, Custom Products, ) This naturally happens when outside sale people start and accout, But doesn’t naturally happen when inside folks start one. ( some folks naturally get  protective , I am not suggesting we have any. )




[bookmark: _Toc267409350]Sales History

[bookmark: _Toc267409351]Stacked Bar Chart





[bookmark: _Toc267409352]2007 Pie Chart





[bookmark: _Toc267409353]2009 Pie Chart





[bookmark: _Toc267409354]2008 Pie Chart



[bookmark: _Toc267409355]Year to date 2010 Pie Chart











[bookmark: _Toc267409356]SWOT

[bookmark: _Toc267409357]What is a SWOT analysis?

SWOT stands for strengths, weaknesses, opportunities, and threats. A SWOT analysis is simply the listing of an entity’s intangible assets/liabilities. Strengths and Weaknesses are any intangible assets/liabilities that are internally possessed by an entity. Opportunities and Threats are the corresponding external intangible assets/liabilities that could become possessed internally. 

Example of a generic company’s SWOT:

 (
External
) (
Internal
)



[bookmark: _Toc267409358]How is it used?

A SWOT analysis is performed when evaluating the potential success of a new business, product, or project. By listing an entity’s internal/external intangible assets/liabilities, an entity can determine the factors of its success or failure in reaching a specific objective. 




[bookmark: _Toc267409359]Additional Material:

[bookmark: _Toc267409360]Project Guide

Adapted from ABSOLUTE BEGINNER’S GUIDE TO PROJECT MANAGEMENT by Gregory M Horine

What is a project?

A project is defined as “the work performed by an organization one time to produce a unique outcome.” This means that a project is not a part of the on-going operations that sustain the organization. This is an important distinction to make, because for a project to be successful it must have defined beginning and end points. 

What are the steps to managing a project?

The Project Management Institute states that there are five components to a project. They are: 

· Initiation Stage

· Planning Stage

· Execution Stage

· Monitoring and Controlling Systems

· Completion

Initiation

The initiation stage of a project defines the scope, objectives, and assumptions of a project. Initiation should include a project definition document known as a project charter that should answer the following questions

· What is the purpose of the project?

· How will the success of the project be measured?

· How does this project benefit the company?

· What is in the scope of the project?

· Who is impacted and who is involved in the project?

· How will we know when the project is done?




Example of a Simple Project Charter

[image: ]




Planning

After a project has been defined with the consensus of all those involved, the project enters the planning stage. The project plan should include:

· Project Charter (completed in the initiation phase)

· Work Breakdown Structure

· Gantt Chart

· Communication Plan

· Change Control Log

Work Breakdown Structure Example

[image: ]

Gantt Chart Example

[image: ]



Execution

The execution stage is the process of carrying out the Project Plan.

Monitoring and Controlling

Projects rarely go as originally planned. There are often changes that must be made to schedules, budgets, and responsibilities. There must be a mechanism in place to take these uncertainties into account. Some useful monitoring and controlling items to consider are the following:

· Small work packages

· Status meetings

· Earned Value Chart

· Change Control Log with formal signoffs

Completion

As a project comes to an end, it is important that proper steps are taken to ensure that the results of the project are documented. Ensure that the transition plan of project deliverables is performed. Document lessons learned (positive and negative) to help the organization in the future.






[bookmark: _Toc267409361]Strategy Map

What is a strategy map?

A strategy map is a single page diagram outlining the most important strategic goals being pursued by an organization. The strategy map can be likened to a structure in that it shows how each element of a strategy supports the other. Accordingly, the foundational supporting strategies are at the lower end of the map, and the end goals of the strategy are located at the top. The strategy map shows all of the individual elements within a company’s strategy, as well as their relationships with each other. The linkages between each separate element are denoted by arrows. Sometimes the different elements of a strategy are organized as themes.

What is its purpose?

The purpose of having a strategy map is to have a simple diagram that can be relatively easily communicated to anyone in an organization. The strategy map is a passive document that is updated yearly, but it is used as the basis of an organization’s daily activities.  

What are the perspectives?

The strategy map is a highly customizable tool, but it usually separates different parts of a company’s strategy into four different “perspectives”:

· Financial

· Looks at creating long-term shareholder value, and builds from a productivity strategy of improving cost structure and asset utilization and a growth strategy of expanding opportunities and enhancing customer value.

· Customer

· Includes an organization’s strategy to increase the value passed on to its customers.

· Internal Processes

· Includes all of an organization’s internal processes that contribute to the accomplishment of its mission. 

· Learning and Growth

· Includes an organization’s strategy for allocating and increasing the value of its human capital, informational capital, and organizational capital.

If you have ever heard of the “balanced scorecard” method, some of this might be familiar, because it was developed by the same people; Robert S. Kaplan and David P. Norton. This is an update of the balanced score card that uses the strategy map as an attractive, but passive document that is then is used to produce “marching orders” for the organization on a daily basis.




Strategy Map Examples



Generic Strategy Map:

[image: ]

A strategy map doesn’t have to be complicated:

[image: ]


[image: ]The perspectives are not set in stone. They can be altered to reflect the organization:





[bookmark: _Toc267409362]Individual Presentation Handouts on the Following Pages
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Strengths





Weaknesses





Opportunities





Threats





Superior Product to competition





High Customer Satisfaction











Slow to market with new products





Potential patents





New customer segment





Superior Brand equity





Possible rising material costs





Poor interoffice communication





New entrants to the market
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Home landscape project
1.0. Design home landscape
2.0. Putin lown
2.1. Acquire lawn material
2.2. Install sprinkler system
2.2.1. Identify sprinkler locations
2.2.2. Dig trenches
2.2.3. Install pipe and hardware
2.2.4. Cover sprinkler system
2.3. Plant grass
2.3.1. Remove debris
2.3.2. Prepare soil (fertilize, rake)
2.3.3. Plant lawn seed
2.4. Plant shrubs
3.0. Build fence
3.1. Acquire fence material
3.2. Construct the fence
3.2.1. Mark fence line and posts
3.2.2. Install posts
3.2.3. Install fencing and gates
3.2.4. Paint/stain fence

Work packages

Summary tasks
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New Business

Now coming from tube laser (P&A has equipment)

Not competitive on quotes

High security Gate

Silver Eagle mfg

Tucker Sno-CAT

Purcell Systems

Qualified customer

Good fit

Sales potential









Qualified Customers (priority)

Qualified supplier program (?)

Sales potential

High profit margin (?)

Needs P&A equipment

Primary or overflow work?

Depends on volume

Good credit

Overseas outsource

Level of contact with customer









Current Sales Organization

Outside Sales/ Sales + C/S

Gary

Jerry

Inside Sales/Est.+Sales+CS

Dan

Greg

Terry

Paul

Engineering staff learn to quote









Future P&A Sales

Sales manager ? (new)

Re-organize/re-assign

Sales/Est duties

Internally?

Add/need additional customer support for increased sales

Separate sales retreat?

Re-quote on project that was too high









SWOT Analysis











Strengths





Weaknesses





Opportunities





Threats





Financial Strength





Technical capabilities





Understanding of cost  structure





ISO





Production Capacity





Fast turnaround





One stop shop





 Sales Organization Structure





Quoting process





Sales Capacity





Support too busy





High cost structure





Green Market





Attrition of Competition





Government business/GSA





P&A Products





Silver Eagle





Brooks





Genie





Foreign outsourcing





Low cost competition





Customers not paying bills





Unreasonable customers





Materials suppliers going into metal fabrication















Training

Production Employees

Basic skills assessment test

Training + Retest until 70% level

New hires + current

Sales Department

Training on accounting software

Direct access to data

Run own reports

Correctly apply ISO procedures as they apply to sales (Seattle)

Document Solomon Reports

Distribute to Sales Staff

Distribute ISO Links/Docs to WA sales office

Limited Solidworks training

Evaluate Basic results

Higher level training

Cross Train











Training (continued)

Engineering

Training in Solidworks

Quoting Process

Training in Excel (word?)

Accounting

Linking of Excel/Solomon

Enter Repeat orders for sales staff









LEAN

Manufacturing

Need complete info on each Job when issued to shop

Implement new work order template to include pre-production checklist

Form Lean Team

Cross department participation

Use existing supply chain for training (ADEC)

Purchasing/Accounting/Mfg.

Central critical material storage area

F/Goods (Steve W. + Loretta to recommend)

Focus monthly counts on High $ Items

Audit high variance items

Done quarterly-if varies, make monthly









Project Assignments

MGMT. Decision on Sales (slides 2-5)

Dan

Define qualified prospects/

Gary

Identify a prospect for “low quote” & also re-quotes (slides 2-3)

Gary

Engineering staff to quote (slide 4)

Paul

Training Programs (slides 7-8)

Loretta

How Precor orders are written	

Eric

Large project coordinators

Greg

P&A products

Terry

Sales team collaboration

Jerry

Virtual NPD cell in manufacturing

Paul

LEAN Mfg team (slide 9.2)

Eric

Inventory Procedures (slide 9.3)

Steve C
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Project Charter   Project Name:   Click here to enter text.     Prepared By :   Click here to enter text.   Click here to enter a  date.   PROJECT CHARTER PURPOSE   The project charter defines the scope, objectives, and overall approach for the work to be  completed.   It is a critical element for initiating, planning, executing, controlling, and assessing  the project. It should be the single point of reference on the project for project goals and  objectives, scope, organization, estimates, work plan, and budget. In add ition, it serves as a  contract between the Project Team and the Project Sponsors, stating what will be delivered  according to the budget, time constraints, risks, resources, and standards agreed upon for the  project.   PROJECT OVERVIEW   [Replace this text wi th the rationale and business justification for undertaking this project.]        


Word_2007_Document4.docx
Project Charter



Project Charter

Project Name:	Click here to enter text.	

Prepared By:	Click here to enter text.	Click here to enter a date.

[bookmark: _Toc67755723][bookmark: _Toc77392598][bookmark: _Toc1899706]PROJECT CHARTER PURPOSE

The project charter defines the scope, objectives, and overall approach for the work to be completed. It is a critical element for initiating, planning, executing, controlling, and assessing the project. It should be the single point of reference on the project for project goals and objectives, scope, organization, estimates, work plan, and budget. In addition, it serves as a contract between the Project Team and the Project Sponsors, stating what will be delivered according to the budget, time constraints, risks, resources, and standards agreed upon for the project.

[bookmark: _Toc67755726][bookmark: _Toc77392600]PROJECT OVERVIEW

[Replace this text with the rationale and business justification for undertaking this project.]

[bookmark: _Toc67755727][bookmark: _Toc77392601]




PROJECT SCOPE

[bookmark: _Toc67755728][bookmark: _Toc77392602]The project scope section describes the parameters of the project; what will be accomplished by the project, and what the projects output will be.

Goals and Objectives

		Goals

		Objectives



		[Replace this text with Project Goals. For example: The project will provide an improved system for managing product returns.]

		[Replace this text with Objectives for each Goal. For example:

1. Develop a system by June that tracks an end-to-end process for 100% of product returns.

2. Integrate new system with Sales in order to improve customer satisfaction 40% by year end.]



		

		



		

		Note: Press “Tab” key to move to the next cell or add another row





[bookmark: _Toc67755731][bookmark: _Toc77392604]

Departmental Impacts

		Department

		Impact to and Participation of Organization



		[Replace with name of Department]

		[Replace with the impact and participation of the organization]



		

		





[bookmark: _Toc67755732][bookmark: _Toc77392605]Project Deliverables

Deliverables are the desired output of a project. Deliverables are usually tangible products or documents that are delivered to an internal or external customer.  

Significant stages of a project are separated into milestones. The milestones of a project are determined by grouping the project deliverables into logical work packages that will be completed throughout the project. Milestones are used to measure the progress towards the project outcome. 

		Milestone

		Deliverable



		1. Milestone 1

		· [Deliverable 1—description. Examples: feasibility study report, financial due diligence report, prototype design, etc… ]

· [Deliverable 2—description]

· [Deliverable n—description]



		2. Milestone 2

		· [Deliverable 1—description]

· [Deliverable 2—description]

· [Deliverable n—description]



		3. 

		· 





[bookmark: _Toc67755733][bookmark: _Toc77392606]Deliverables Out of Scope

Specify what deliverables are not to be included in the project. Deliverables that are not included in the project are known as “outside of the scope of the project.” Agreeing on deliverables out of scope of the project sets expectations and prevents the project from getting out of control.

Replace this text with a description of key logical areas not considered part of the boundaries of this project. Examples of these Out-of-Scope Deliverables may include data, processes, applications, or business management.

[bookmark: _Toc67755735][bookmark: _Toc77392607]Project Estimated Costs & Duration







[bookmark: _Toc67755737][bookmark: _Toc77392608]


PROJECT CONDITIONS

The project conditions section explains the environment in which the project is operating.

[bookmark: _Toc67755738][bookmark: _Toc77392609]Project Assumptions

Project assumptions are conditions or resources that are expected to be available for the project to be accomplished on time.

· [Assumption 1. Examples: Project staff will be available as needed; Equipment order lead times are known and can be expected to be met; formal charter or scope change procedures will be followed, etc…]

· [Assumption 2]

· [Assumption 3]

[bookmark: _Toc67755740][bookmark: _Toc77392611]Project Risks

List any risks to the project that might occur and how you plan to handle them.

		#

		Risk

		Likelihood

		Risk Owner

		Project Impact-Mitigation Plan



		1

		[Project Risk. Example: reorganization may result in the loss of key people being reassigned]

		[High/Medium/Low]

		[name]

		[Replace this text with a description of the Mitigation Plan. Example: This will affect the project schedule and could push back completion past the stated delivery date. We plan to develop exit strategies for key people to plan the reassignment of duties]



		2

		[Project Risk]

		[High/Medium/Low]

		

		[Replace this text with a description of the Mitigation Plan.]





[bookmark: _Toc67755741][bookmark: _Toc77392612]Project Constraints

Project constraints are limits placed on the project that are outside of the control of the project manager.

· [Replace this text with a description of a Constraint. Examples: Budget limit, hiring freeze, etc…]

· [Constraint 2]

· [Constraint 3]



[bookmark: _Toc67755743][bookmark: _Toc77392614]Project Team Organization Plans

		Project Team Role

		Project Team Member(s)

		Responsibilities



		[Role Title]

		[Name(s)]

		[Replace this text with a description of the Role Responsibilities.
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Signatures



Project Manager: _________________________________________ 

Name:		 Click here to enter text.    

Telephone:	 Click here to enter text.

Email:		 Click here to enter text.



[Role in Project]: _________________________________________ 

Name:		 Click here to enter text.    

Telephone:	 Click here to enter text.

Email:		 Click here to enter text.



[Role in Project]: _________________________________________ 

Name:		 Click here to enter text.    

Telephone:	 Click here to enter text.

Email:		 Click here to enter text.



[Role in Project]: _________________________________________ 

Name:		 Click here to enter text.    

Telephone:	 Click here to enter text.

Email:		 Click here to enter text.



[Role in Project]: _________________________________________ 

Name:		 Click here to enter text.    

Telephone:	 Click here to enter text.

Email:		 Click here to enter text.



[Role in Project]: _________________________________________ 

Name:		 Click here to enter text.    

Telephone:	 Click here to enter text.

Email:		 Click here to enter text.



[Role in Project]: _________________________________________ 

Name:		 Click here to enter text.    

Telephone:	 Click here to enter text.

Email:		 Click here to enter text.
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Task ID # Description

1 Build Spaceship

1.1 Research Spaceship building on the internet

1.2 Construct spaceship

1.2.1 buy materials

1.2.2 assemble materials

2 Fly around in spaceship

3 Go where no man has gone before

3.1 find out where man has gone

3.2 aim space ship in opposite direction

bhanson:

Indent and outdent tasks using the 

paragraph indent controls in the 

Home ribbon (next to the align text 

right button).  Indentation of a task 

is what controls its WBS numbering.


Microsoft_Office_Excel_Macro-Enabled_Worksheet5.xlsm
Sheet1

		Task ID #		Description		Duration (days)		Planned Start Date		Planned Completion				Dependency		Owner		Actual Start Date		Actual Completion		Actual Duration

		1		Build Spaceship		3		7/29/10		8/1/10		Sun				Bryce Hanson		7/29/10		8/20/10		22

		1.1		Research Spaceship building on the internet		1		7/29/10		7/29/10		Thu						7/29/10		8/5/10		7

		1.2		Construct spaceship		2		8/1/10		8/3/10		Tue						8/5/10		8/20/10		15

		1.2.1		buy materials

bhanson: bhanson:
Indent and outdent tasks using the paragraph indent controls in the Home ribbon (next to the align text right button).  Indentation of a task is what controls its WBS numbering.		1		8/1/10		8/1/10		Sun						8/5/10		8/7/10		2

		1.2.2		assemble materials		1		8/2/10		8/2/10		Mon		1.2.1				8/10/10		8/20/10		10

		2		Fly around in spaceship		3		8/5/10		8/8/10		Sun						8/20/10		8/21/10		1

		3		Go where no man has gone before		3		8/6/10		8/9/10		Mon						8/21/10		8/22/10		1

		3.1		find out where man has gone		1		8/6/10		8/6/10		Fri						8/21/10		8/21/10		0

		3.2		aim space ship in opposite direction		1		8/7/10		8/7/10		Sat						8/21/10		8/21/10		0

		3.3		increase throttle		1		8/8/10		8/8/10		Sun						8/21/10		8/22/10		1

		4		return home		3		8/9/10		8/12/10		Thu						8/22/10		8/23/10		1

		5		Celebrate		2		8/12/10		8/14/10		Sat						8/24/10		8/25/10		1

										12/31/69		ERROR:#VALUE!										0

										12/31/69		ERROR:#VALUE!										0

										12/31/69		ERROR:#VALUE!										0

										12/31/69		ERROR:#VALUE!										0

										12/31/69		ERROR:#VALUE!										0

										12/31/69		ERROR:#VALUE!										0

		<---Right click here to insert more rows.

				END OF PROJECT

bhanson: bhanson:
Do not delete the contents of this cell !





Gantt Chart



Planned Start Date	Build Spaceship	Research Spaceship building on the internet	Construct spaceship	buy materials	assemble materials	Fly around in spaceship	Go where no man has gone before	find out where man has gone	aim space ship in opposite direction	increase throttle	return home	Celebrate	40388	40388	40391	40391	40392	40395	40396	40396	40397	40398	40399	40402	Duration (days)	Build Spaceship	Research Spaceship building on the internet	Construct spaceship	buy materials	assemble materials	Fly around in spaceship	Go where no man has gone before	find out where man has gone	aim space ship in opposite direction	increase throttle	return home	Celebrate	3	1	2	1	1	3	3	1	1	1	3	2	

Actual Start Date	Build Spaceship	Research Spaceship building on the internet	Construct spaceship	buy materials	assemble materials	Fly around in spaceship	Go where no man has gone before	find out where man has gone	aim space ship in opposite direction	increase throttle	return home	Celebrate	40388	40388	40395	40395	40400	40410	40411	40411	40411	40411	40412	40414	Actual Duration	Build Spaceship	Research Spaceship building on the internet	Construct spaceship	buy materials	assemble materials	Fly around in spaceship	Go where no man has gone before	find out where man has gone	aim space ship in opposite direction	increase throttle	return home	Celebrate	22	7	15	2	10	1	1	0	0	1	1	1	
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Communication Plan Matrix   Description   This document ensures that all stakeholders are equally informed of how, when, and why communication  will happen. Communication is often a very effective way to solve problems, deal with risks, and ensure  that tasks  are completed on time.   Successful communication plans will identify stakeholders, the information to be communicated, and  how this information will be communicated. They will leave nothing to chance.  

Communication  Purpose  Audience  Frequency  Method  Point of  Contact  

Example:   Project updates  Example: To  Monitor and  measure the  progress of the  project  Example: All  project  participants  Example: First  Monday of the  month  Example:  Email  Example:  Bryce  Hanson  
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Description

This document ensures that all stakeholders are equally informed of how, when, and why communication will happen. Communication is often a very effective way to solve problems, deal with risks, and ensure that tasks are completed on time.

Successful communication plans will identify stakeholders, the information to be communicated, and how this information will be communicated. They will leave nothing to chance.

		Communication

		Purpose

		Audience

		Frequency

		Method

		Point of Contact



		Example: Project updates

		Example: To Monitor and measure the progress of the project

		Example: All project participants

		Example: First Monday of the month

		Example: Email

		Example: Bryce Hanson
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Change Request Form   Project Name :  Click here to enter project .   Date Received :  Click here to enter a date.   Change Request # :   Click here to enter  number .   Requester information   Name :   Click here to enter name .   Department :   Choose an  item.   Email :   Click here to enter email .   Phone :   Click here to enter  Number   Change Information   Description of Change Request   Click here to enter text.   Reason for Change (Issue s , Benefits, etc.)   Click here to enter text.   Priority :    Choose an item.      
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Change Request Form



Project Name: Click here to enter project.

Date Received: Click here to enter a date.

Change Request #: Click here to enter number.



Requester information

Name: Click here to enter name.

Department: Choose an item.

Email: Click here to enter email.

Phone: Click here to enter Number

Change Information

Description of Change Request

Click here to enter text.

Reason for Change (Issues, Benefits, etc.)

Click here to enter text.

Priority: 

Choose an item.




Impact Assessment

		Project aspects impacted

		Impacts



		Stakeholders

		



		Deliverables

		



		Work Tasks

		



		Schedule

		



		Effort

		



		Cost

		







Status Information

This section is to be filled out by the project manager



Status

Choose an item.

Assigned To

Click here to enter text.

Assigned Date

Click here to enter a date.





Decision

Click here to enter text.



Decision Date

Click here to enter a date.

Target Implementation Date

Click here to enter a date.






Project Change Request Form / Signatures

		Project Name:

		



		Project Manager:

		



		I have reviewed the information contained in this Project Change Request Form and agree:



		Name

		Title

		Signature

		Date

(MM/DD/YYYY)



		

		

		

		



		

		

		

		



		

		

		

		



		

		

		

		



		

		

		

		



		

		

		

		







The signatures above indicate an understanding of the purpose and content of this document by those signing it. By signing this document, they agree to this as the formal Project Change Request Form.
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Change Control Log   Any project will go through changes, it is important to document, evaluate, and gain approval for all  changes to the project.   When using the change control log, remember to:      Have all appropriate stakeholders be involved in the  evaluation and approval process      Thoroughly assess the impact the change has on the projects critical success factors      Gain appropriate management level approval before any change is implemented      Communicate all changes to all stakeholders      Allow any stakehold er to submit a project change request.      Most important: Use it!  

Log Number Date  Change  Description  Initiated  By  Importance  High/Medium/ Low  Approved  By  Team  Notification  Status  

Example: 1 Example:  7/31/2010  Example:  Add Gold  Plating to  the end  product.  Example:  Bryce  Hanson  Example: High  Example:  Dan  Aronson  Example:  Face to Face  meeting  Example:  Closed  
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Change Control Log

Any project will go through changes, it is important to document, evaluate, and gain approval for all changes to the project.

When using the change control log, remember to:

· Have all appropriate stakeholders be involved in the evaluation and approval process

· Thoroughly assess the impact the change has on the projects critical success factors

· Gain appropriate management level approval before any change is implemented

· Communicate all changes to all stakeholders

· Allow any stakeholder to submit a project change request.

· Most important: Use it!

		Log Number

		Date

		Change Description

		Initiated By

		Importance High/Medium/Low

		Approved By

		Team Notification

		Status



		Example: 1

		Example: 7/31/2010

		Example: Add Gold Plating to the end product.

		Example: Bryce Hanson

		Example: High

		Example: Dan Aronson

		Example: Face to Face meeting

		Example: Closed
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Project Lessons Learned   Lessons learned purpose and objectives   Th roughout each project , lessons are learned and opportunities for improvement are  discovered. As part of a continuous improvement process, documenting lessons learned helps  the  project team discover the root causes of problems   that occurred   and   avoid those problems  in   future pr ojects .    The objective of this report is  gather ing   all relevant info rmation for better planning   and  implementation   of future   project s .   Lessons learned questions      What worked well — or didn’t work well — either for this project or for the project team?      What  need s to   be done  differently?      What surprises did the team have to deal with?      What project circumstances were not anticipated?      Were the project goals attained?   If not, what changes need to be made to meet goals in the  future?  

Top 3 Significant Project Successes  

Project Success  Factors That Supported Success  

      

      

      

  

Other Notable Project Successes  

Project Success  Factors That Supported Success  

      

      

      

  

Project  Shortcomings and Solutions  

Project Shortcoming  Recommended Solutions  
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[bookmark: _Toc68753580]Lessons learned purpose and objectives

[bookmark: _Toc1899706]Throughout each project, lessons are learned and opportunities for improvement are discovered. As part of a continuous improvement process, documenting lessons learned helps the project team discover the root causes of problems that occurred and avoid those problems in future projects. 

The objective of this report is gathering all relevant information for better planning and implementation of future projects.

[bookmark: _Toc69743734][bookmark: OLE_LINK1][bookmark: OLE_LINK2]Lessons learned questions

· What worked well—or didn’t work well—either for this project or for the project team?

· What needs to be done differently?

· What surprises did the team have to deal with?

· What project circumstances were not anticipated?

· Were the project goals attained? If not, what changes need to be made to meet goals in the future?

		Top 3 Significant Project Successes



		Project Success

		Factors That Supported Success



		 

		 



		 

		 



		 

		 



		

		



		Other Notable Project Successes



		Project Success

		Factors That Supported Success



		 

		 



		 

		 



		 

		 



		

		



		Project Shortcomings and Solutions



		Project Shortcoming

		Recommended Solutions
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Project Planning   Elements of a Project Plan      Project Charter      Work Breakdown Structure      Project Schedule or Gantt Chart      Communication Plan      Change Control Log   Project Charter   The project charter is the document that outlines the scope and purpose of the  project to all of the  people involved in the project.   Refer to the provided “Project Charter” document.    Screenshot:     Work Breakdown Structure   Once the scope of the project has been defined and agreed   upon, the project participants must define  what tasks  need to be done to accomplish the project. The Work Breakdown Structure (WBS) is a useful  tool to help define and sequence a project into manageable tasks.  
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Project Planning

Elements of a Project Plan

· Project Charter

· Work Breakdown Structure

· Project Schedule or Gantt Chart

· Communication Plan

· Change Control Log

Project Charter

The project charter is the document that outlines the scope and purpose of the project to all of the people involved in the project.

Refer to the provided “Project Charter” document. 

Screenshot:

[image: ]

Work Breakdown Structure

Once the scope of the project has been defined and agreed upon, the project participants must define what tasks need to be done to accomplish the project. The Work Breakdown Structure (WBS) is a useful tool to help define and sequence a project into manageable tasks.

A WBS is usually represented as either a diagram or a written outline.

Diagram example:

[image: ]

Outline of the diagram example:

Software Product Release

1 Project Management

1.1 Planning

1.2 Meetings

1.3 Administration

2 Product Requirements

2.1 Software

2.2 User documentation

2.3 Training Program Materials

3 Detail Design

3.1 Software

3.1.1 Client

3.1.2 Server

3.2 User Documentation

3.3 Training Program Materials

4 Development

4.1 Software

4.1.1 Client

4.1.2 Server

4.2 User Documentation

4.3 Training program Materials

5 Integration and test

5.1 Software

5.2 User Documentation

5.3 Training program Materials

By breaking down the project in this manner it is much easier to schedule and budget a project.

When creating a work breakdown structure, make sure that you do the following:

· Involve the entire project team in its creation

· Make sure that 100% of the work defined by the project scope and includes all of the project deliverables.

· Include project management tasks and activities, such as the creation of a project schedule

· Make sure the structure of the WBS is logical and emphasizes the most important aspects of the project.

· Have the lowest level of the WBS be a small enough work package that:

· Duration of task can be estimated

· It can be budgeted

· It can be assigned to a responsible party

Project Schedule

After the project has been broken down into individual tasks, a schedule can be constructed. 

Estimation of task duration

The first step is to estimate the duration of time that each task will take to complete. The simplest method would be to write down a best guess of the duration, but there are more accurate ways to estimate duration. The PERT estimating formula is a simple equation that takes account of pessimistic and optimistic estimates:

 (Optimistic Estimate + (4 x Most Likely Estimate) + Pessimistic Estimate)

				6

For example, if you are trying to estimate the time it takes to assemble a widget, you could come up with three different estimates:

1. If everything goes right, you could assemble it in 10 hours

2. Most likely it will actually take 14 hours

3. If everything goes wrong, it could take up to 24 hours to assemble

Then the formula would be: 10+4(14)+24/6=15.

Define Dependencies

Sometimes, before you can start a certain task, another has to be completed. This is called a dependency. These are important to define, because with dependency information, you can see the critical path of the project. If a task in the critical path is delayed, your whole project will be delayed. The opposite is also true; you can fast track a project by focusing on completing the critical path items as quick as possible.

Gantt chart

A Gantt chart is a graphical display of the project timeline. It is useful in the monitoring of a projects progress. It is often combined in the same document as the WBS.

[image: ]
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Project Charter

Project Name: _ Click here to enter text.

Prepared By: __ Click here to enter text. Click here to enter a
date.

PROJECT CHARTER PURPOSE

The project charter defines the scope, objectives, and overall approach for the work to be
completed. Itis a critical element for initiating, planning, executing, controlling, and assessing
the project. It should be the single point of reference on the project for project goals and
objectives, scope, organization, estimates, work plan, and budget. In addition, it serves as a
contract between the Project Team and the Project Sponsors, stating what will be delivered
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How to Use WBS and Schedule.xlsx   Before You Start,  Enable Macros   If you get the following warning:     Click on the “Options…”   button and select “Enable this content” then click “OK”    
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How to Use WBS and Schedule.xlsx

Before You Start, Enable Macros

If you get the following warning:

[image: ]

Click on the “Options…” button and select “Enable this content” then click “OK”

[image: ]

Structure of the Workbook

Sheet 1: WBS and Schedule

[image: ]




Sheet 2: Gantt Chart

Planned

[image: ]

Actual

[image: ]






Filling out the WBS Section of Sheet 1

Step 1:

Before inputting any information into the spreadsheet, brainstorm all of the tasks that need to be done to complete the project. Sequence the tasks from first to last.

Example:

Project: Make a Spaceship

Tasks:

		Build Spaceship



		Research Spaceship building on the internet



		Construct spaceship



		buy materials



		assemble materials



		Fly around in spaceship



		Go where no man has gone before



		find out where man has gone



		aim space ship in opposite direction



		increase throttle



		return home



		Celebrate







Step 2:

Input all of the tasks including all subtasks into the description column of the WBS sheet.

[image: ]

Step 3:

Indent subtasks to show relationships of tasks. To indent use the indent buttons on the home tab:

[image: ]

Your description column should look something like this:

[image: ]

Step 4:

Click on the “Update Numbering” button to create WBS numbering scheme. Macros must be enabled.

[image: ]

Now you should have a WBS numbering scheme that looks like this:

[image: ]

Extra:

You can make the task groups collapsible by grouping the tasks under the Data tab.

Step 1:

Select a group of subtask rows:

[image: ]

Step 2:

Click on the Data tab and then select the group data button:

[image: ]




Now you should have a collapse button on the far left of the worksheet:

[image: ]

Click the “-“button to collapse, “+” button to expand.

Repeat to group all the subtasks so that you can collapse all of them into the main tasks:

[image: ]

[image: ]




Filling out the Planned Schedule and Actual Results Sections of Sheet 1

Step 1

Fill out the estimates of duration for all of the subtasks and standalone tasks:

[image: ]

Step 2

Fill in the durations of Tasks with subtasks with the SUM formula. 

[image: ]

Step 3

Fill in the start date for each task. Note: If the task has any subtasks, you can use a cell reference of the start date of the first subtask as that task’s start date:

[image: ]

The formulas in the completion columns should calculate the correct end dates:

[image: ]

If you accidentally deleted the formulas, they are at the bottom of the worksheet. Just replace the text with the respective cell reference. 

Note: make sure that the Start Date, and Completion Date columns’ cells are formatted to show dates. (right click column>format cells>number tab> category: date)

Step 4

Type in the dependencies in the dependency column:

[image: ]

Step 5

Change the start date for any task with a dependency to be the following formula:

=(completion date of the precedent)+1

[image: ]

Step 6

Assign tasks in the owner column to the person responsible for its completion.

[image: ]

Step 7

Fill out actual Start and Completion dates as the project goes forward to compare planned to actual.

[image: ]

Gantt Chart

The Gantt chart is displayed according to your input in the ‘WBS and Schedule’ sheet. However, when you make additions or alterations to the schedule, you may have to delve into formatting the chart manually.

Formatting the Gantt chart

If you don’t like all of the space between the vertical axis and the first bar, double click on the dates on the top of the chart to select the horizontal axis. Now right click in the same place and select “Format axis” from the menu. Under axis options, change the “minimum” to fixed and guess and check until you get what you want.

Originally the chart looked like this:

[image: ]

After adding 8 to the minimum, this is what it looks like:

[image: ]

Adding a task/subtask in the middle of the data 

If you insert a new task in the middle of the tasks already displayed on the chart, it should show up automatically:

Select row:

[image: ]

Right click on selected row and choose “Insert”

[image: ]

[image: ]

Input data just as before

[image: ]

This should result in an updated Gantt chart:

[image: ]



[image: ]

Adding a task/subtask to the end of the data

This can be a little trickier because the Gantt chart might not recognize the new task unless you tell it to:

Input the data for the new task at the end of the list of tasks.

[image: ]

Notice that the Gantt chart doesn’t reflect the change:

[image: ]

Right click on any blank area in the chart and select “Select Data”

[image: ]

Use the edit buttons to edit the ranges of the data series for the Gantt chart:

[image: ]

Change the series values to reflect new range:

[image: ]

[image: ]

Notice that the last number changed from 3 to 4 showing that the series was expanded.

Do this for the two “Legend entries (series)” and the “Horizontal (Category) axis labels” series

[image: ]

Extra

You will notice that if you grouped your data, the Gantt chart will adjust accordingly when you collapse the subtasks:

Expanded:

[image: ][image: ]

Collapsed:

[image: ]

[image: ]
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Strategic Alignment Handbook

Executive Summary

This handbook is designed to aid P&A Metal Fab, Incorporated (P&A) in aligning its strategy throughout its entire organization. It is an adaptation of the alignment process found in The Execution Premium: Linking Strategy to Operations for Competitive Advantage by Robert S. Kaplan and David P. Norton. By using this handbook, P&A will be able to implement a continuous improvement program to its strategy execution processes.

There exists a problem in many businesses that there is a performance gap between higher level strategic planning and the ground level operations. Businesses that properly align the different internal perspectives and motives with its overall business strategy experience increased organizational efficiency resulting in increased value for stakeholders.

The alignment of top level strategy should be of utmost importance to enterprises that want proactively compete in the marketplace. By aligning strategy throughout the organization, a business can maintain a performance premium over its competitors.




Alignment Process Introduction and Overview

The simplest way to think of executing a business would be to:



1. Develop a strategic plan by identifying market opportunities

2. Develop an operating plan to implement the strategic plan

3. Carry out the operating plan by performing business functions

For some companies, this is as far as it goes. However, market condition changes and competition adjustments over time erode the original effectiveness of a business’s strategy. If P&A expects to continue as a profitable business and avoid being caught off guard by market changes, it must be proactive in improving its strategy and operations.





PDCA

To continuously improve strategy refinement and execution, there should be a system of processes in place to create a closed loop of feedback and adjustment. This is sometimes referred to as Plan-do-check-act (PDCA) or the Deming cycle.  This cycle has four steps:



1) PLAN

Establish the objectives and processes necessary to deliver the desired results.

2) DO 

Implement the new processes. 

3) CHECK 

Measure the new processes and compare the results against the expected results.

4) ACT 

Analyze the discrepancies between expected and actual results to determine their cause. 

In Six Sigma programs, the PDCA cycle is called "define, measure, analyze, improve, control" (DMAIC). Whatever the number of elements or preferred nomenclature, the basic process is still the same throughout any continuous improvement program.

For P&A, we will be using the Kaplan and Norton system for strategic alignment. It is a method of continuous improvement that is focused primarily on executing strategy efficiently through the alignment of an organization’s different interests (perspectives). This process has 6 steps that will help to inform the development of the strategic and operating plans of the company previously discussed. These steps are as follows:

1. Define the strategy

2. Plan the Strategy

3. Align the Organization

4. Plan Operations

5. Monitor and Learn

6. Test and Adapt

The following diagram displays the relationship between this strategic alignment process and the simple business planning method mentioned previously.









This diagram will be revisited and referred to throughout the manual to help the reader understand the different stages of the alignment process.

Step 1: Define Strategy

The first step in the alignment process is to define P&A’s strategy. This includes mission, vision, and values statements; strategic analysis; and strategy formulation. The goal of this step is to answer the following three questions:

1. What business are we in and why?

2. What are the key issues?

3. How can we best compete?

Mission/Values/Vision Statements

Execution Premium pg.37:

“Before formulating a strategy, managers need to agree on the company’s purpose (mission), the internal compass that will guide its actions (values), and its aspiration for future results (vision).” 

Mission Statement

The mission statement is a brief explanation of the purpose of the company’s existence. It is used to communicate to managers and employees the overall goal they are working towards. The mission statement is usually only 1-2 sentences.

Examples:

 “Google's mission is to organize the world's information and make it universally accessible and useful.”

"G.M. is a multinational corporation engaged in socially responsible operations, worldwide. It is dedicated to provide products and services of such quality that our customers will receive superior value while our employees and business partners will share in our success and our stock-holders will receive a sustained superior return on their investment."

Values Statement

The values statement describes the core values of the company. It prescribes the company’s attitude, behavior and character. 

Google’s Values are outlined in the “Philosophy” section of their corporate information page. Here is an excerpt:

“As we keep looking towards the future, these core principles guide our actions.

1. Focus on the user and all else will follow. 

Since the beginning, we've focused on providing the best user experience possible. Whether we're designing a new Internet browser or a new tweak to the look of the homepage, we take great care to ensure that they will ultimately serve you, rather than our own internal goal or bottom line. Our homepage interface is clear and simple, and pages load instantly. Placement in search results is never sold to anyone, and advertising is not only clearly marked as such, it offers relevant content and is not distracting. And when we build new tools and applications, we believe they should work so well you don't have to consider how they might have been designed differently.

2. It's best to do one thing really, really well. 

We do search. With one of the world's largest research groups focused exclusively on solving search problems, we know what we do well, and how we could do it better. Through continued iteration on difficult problems, we've been able to solve complex issues and provide continuous improvements to a service that already makes finding information a fast and seamless experience for millions of people. Our dedication to improving search helps us apply what we've learned to new products, like Gmail and Google Maps. Our hope is to bring the power of search to previously unexplored areas, and to help people access and use even more of the ever-expanding information in their lives.”

Vision Statement

The vision statement describes the desired future state of the enterprise.

Example:

“The goal for Precor is to become the most respected brand in fitness equipment.”

 Kaplan and Norton advocate the use of the vision statement as a long term (more than 2 years) goals for the company. The vision statement goals should be separated into 3 different components.

1. Stretch Goal

2. Definition of Niche

3. Time Horizon

Consider this vision statement from Wells Fargo in 1997:

“To have one-million(1. Stretch goal) on-line(2. Definition of niche) customers by the end of the decade(3. Time Horizon)”

Strategic Analysis

After the Mission/Values/Vision statements have been clarified, it is time to gain an understanding of what strategic issues P&A wants to address. To understand the key issues that P&A face, it should conduct a strategic analysis to determine what items need to be address when planning its strategy. The following are several types of analyses that can be conducted to understand the key issues of the business. Treat each of the analyses as tools to systematically brainstorm the issues that define the internal and external environment of the company.

PESTEL

Political/Economic/Social/Technological/Environmental/Legal Analysis.

[image: ]

Porter’s Five Forces

· Bargaining power of buyers

· Bargaining power of suppliers

· Availability of Substitutes

· Threat of new entrants

· Industry rivalry

SWOT

Strengths/Weaknesses/Opportunities/Threats analysis.

		

		Helpful for achieving the organization’s vision

		Harmful for achieving the organizations vision



		Internal attributes

		Strengths

		Weaknesses



		External attributes

		Opportunities

		Threats









Strategy Formulation

Once the management team has conducted the analyses above, they determine what strategic changes need to be made, and why. In formulating a strategy, P&A should determine how they can best compete by addressing these issues:

· In what niches (distinct segments of the market) will we compete?

· What customer value proposition will differentiate us in those niches?

· Value proposition template: 

For    (insert customer segment)   , P&A Metal Fab, Inc. can offer     (insert unique benefit(s) the company can offer)    because    (insert the company’s unique capabilities in offering the stated benefits)    .

· What key processes create the differentiation in the strategy?

· What are the human capital capabilities required by the strategy?

· What are the technology enablers of the strategy?




Step 2: Plan the Strategy

After defining the strategy, P&A must plan how to implement the strategy. Planning a strategy can include the following tools:

· Strategy Map

· Strategy Goals and Measures

· Project Portfolio

· Theme Teams

[bookmark: _Toc267409361]Strategy Map

What is a strategy map?

A strategy map is a single page diagram outlining the most important strategic goals being pursued by an organization. The strategy map can be likened to a structure in that it shows how each element of a strategy supports the other. Accordingly, the foundational supporting strategies are at the lower end of the map, and the end goals of the strategy are located at the top. The strategy map shows all of the individual elements within a company’s strategy, as well as their relationships with each other. The linkages between each separate element are denoted by arrows. Sometimes the different elements of a strategy are organized as themes.

What is its purpose?

The purpose of having a strategy map is to have a simple diagram that can be relatively easily communicated to anyone in an organization. The strategy map is a passive document that is updated yearly, but it is used as the basis of an organization’s daily activities.  

What are the perspectives?

The strategy map is a highly customizable tool, but it usually separates different parts of a company’s strategy into four different “perspectives”:

· Financial

· Looks at creating long-term shareholder value, and builds from a productivity strategy of improving cost structure and asset utilization and a growth strategy of expanding opportunities and enhancing customer value.

· Customer

· Includes an organization’s strategy to increase the value passed on to its customers.

· Internal Processes

· Includes all of an organization’s internal processes that contribute to the accomplishment of its mission. 

· Learning and Growth

· Includes an organization’s strategy for allocating and increasing the value of its human capital, informational capital, and organizational capital.

If you have ever heard of the “balanced scorecard” method, some of this might be familiar, because it was developed by the same people; Robert S. Kaplan and David P. Norton. This is an update of the balanced score card that uses the strategy map as an attractive, but passive document that is then is used to produce “marching orders” for the organization on a daily basis.

Goals and Themes

In each perspective level P&A Metal Fab management will devise several measurable goals which are linked together by themes that flow throughout the Strategy Map. The strategic goals should be Specific and measurable. These goals can be grouped into themes. A theme is an overarching idea that runs through each of the four perspectives. Typically there are several themes in the Strategy Map, which all support the mission, values, and vision statement for the company. 

Strategy Map Examples

Generic Strategy Map:

[image: ]

A strategy map doesn’t have to be complicated:

[image: ]

[image: ]The perspectives are not set in stone. They can be altered to reflect the organization:




Strategy Map Template

 (
Theme 3
Theme 2
Theme 1
Mission
Values
Vision
Financial
Customer
Internal Processes
Learning and Growth
Text
Text
Text
Text
Text
Text
Text
Text
Text
Text
Text
Text
)

Strategy Goals and Measures

If you can’t measure something, you can’t improve it. Therefore, for each strategic goal, P&A should determine how success will be measured and what the target will be. By determining these measures and targets according to the strategic themes, and organization can create a balanced scorecard.

Example of a balanced scorecard

[image: ]




Balanced Scorecard Template

		Strategy Map Theme

		Balanced Scorecard



		Objectives

		Measures

		Targets



		Insert Financial Perspective objective(s)

		Insert Specific Measures of the objective

		Insert Specific numerical target for improvement in the measurement



		Insert Customer Perspective objective(s)

		Insert Specific Measures of the objective

		Insert Specific numerical target for improvement in the measurement



		Insert Internal Process Perspective objective(s)

		Insert Specific Measures of the objective

		Insert Specific numerical target for improvement in the measurement



		Insert Learning and Growth Perspective objective(s)

		Insert Specific Measures of the objective

		Insert Specific numerical target for improvement in the measurement










Project Portfolio

P&A should maintain a list of projects that would help them in accomplishing the targets set in the balanced scorecard. This list should be prioritized according to how well each of them align with the company’s strategic goals.

Initiative Prioritization Matrix

This imbedded excel spreadsheet can be used to prioritize projects. The white cells are the input for the spreadsheet. 

The first part lists the weighting that management gives to each strategic theme. This weighting should show more important themes as having a higher number. This number acts as a multiplier of each projects score in potentially accomplishing each strategic theme. 

The second section is where each project is given a score according to how potentially helpful it will be in accomplishing each strategic themes goals. In this template the scoring is from 1-5 with the higher numbers denoting a higher likelihood of accomplishing the theme’s goals.

The final section of the spreadsheet calculates the total weighted for each project using the corporate weighting as a multiplier. You can then rank the projects from top importance (highest weighted score) to lowest importance (lowest weighted score) to the company.





Theme Teams

The purpose of having organizational theme teams within the company is to assign responsibility for projects and/or initiatives taking place within P&A Metal Fab. Through assigning responsibility it makes a point person and their team accountable for the project, tracking project progress, and finally for the achievement of the project. The point person in charge of the theme team does not have to be an expert in the field of the project; however, he/she must be willing to coordinate the project through its completion. Ideally the teams comprised to complete each project/initiative are cross-functional teams and can bring a variety of backgrounds to assist in successfully completing the project/initiative.  This process is designed to help P&A Metal Fab be successful in achieving its goals by ensuring that goals, projects, and initiatives are not just talked about, but actualized.

Step 3: Align the Strategy

In this step, P&A must make sure that the whole organization 
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3. Align P&A with Stated Strategy
	○ Operational Unit Goals Alignment
	○ Support Unit Goals Alignment
	○ Performance Linkages
	○ Communication Plan
	○ Goals Rollout Form
	○ Training Plan



4. Plan Operations
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3. Plan Execution



1. Strategic Plan



2. Operating  Plan
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Bryce Hanson   GSM 750   July 14, 2010     P&A Metal Fab, Inc. Position Plan   Summary   This summer I am working for P&A Metal Fab , Inc. (P&A)   as a  Strategic Management Intern .   In this  position I will be helping to plan, execute, and follow up on a management retreat scheduled for July 21,  2010. This internship continues my relationship with P&A that originated with the spring 2010 Strategic  Alignment with Projects class. In the   aforementioned class, a group of MBA candidates including myself  produced a strategic alignment project notebook to help P&A align their organization with their stated  strategy. This internship is an opportunity to assist in the implementation  of the  afor ementioned  project  notebook .   This in turn will  help P&A accomplish the goals decided within the management retreat. The  duration of this position will be for a minimum of 6 weeks from July 7, 2010 to August 20, 2010.   Position Objectives   The following secti on describes the  several objectives that I hope to achieve during my internship with  P&A.   Objective 1:   Facilitate the planning and execution of the July 21, 2010 management retreat.     In pursuing this  objective, I hope to increase my understanding about pr ojects, strategic planning, and change  management.    Goals:      Communicate effectively with P&A management to effectively plan topics to discuss at the  retreat.      Plan management retreat with Dan Aronson and produce all of the necessary deliverables to  communica te its objectives.        Create professional quality materials for the retreat      Create digital documents of the notes taken at the meeting      Follow - up with the attendees afterwards to help implement the initiatives that were decided  during the meeting.   Tactics :   In   order to accomplish these goals I need to  proactively approach P&A management to solicit ideas and  guidance in planning the management meeting.  I will create agendas and handouts for the meeting to  facilitate discussion. I will participate in the leading  of the meeting when necessary.  


