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Project prioritization process at D.D. Williamson

Introduction

   
The success of projects in any organization is based on the ability of the organization to effectively prioritize projects that will contribute to the overall success of the organization. Prioritizing is essential to increase the success rate of the strategic projects, enhance the alignment as well as mobilize resources and oversight to ensure that projects achieve the strategic goals. Project prioritization is critical to developing an execution mindset as well as culture. This analytical paper will assess the current prioritizing processes implemented at D.D. Williamson and provide recommendations aimed at improving the current process. Furthermore, a scenario in which the prioritization process may not be effective will be provided as well as the projected efficiency of the prioritization plan in five years.

The Current Project Prioritization Process at D.D. Williamson

D.D. Williamson after identifying the inefficiency of its project management process decided to develop a prioritization process and in this case was a prioritization matrix. D.D. Williamson decided to make a few corrections to their current prioritization process (Kloppenborg, Nkomo, Fottler & McAfee, 2012).  The company adopted a process where the senior management team worked through a set of criteria and resource estimates to decide on no more than five projects that would get top focus and attention in weekly senior management meetings (Kloppenborg et al., 2012). This allowed them to devote more attention to their part of the process, which made for more accurate and workable results.  

The current prioritizing process at D.D Williamson is ineffective and does not align with the overall strategic plan of the organization. The company faced overwhelming projects of high importance which were often late, never reached their defined goals and exceeded their budgets which result in reduced efficiency within the organization and the inability to achieve set goals (Kloppenborg et al., 2012). The prioritization matrix used by D.D Williamson helped to narrow down to 16 projects, but this approach allowed for the simper projects to be completed on time and within target while leaving out the high impact projects that had the highest opportunities and profitability which further identifies the weaknesses of the prioritization matrix (Kloppenborg et al., 2012). The implementation of the Vision Impact Projects that would receive higher focus from the senior management team saw the increased growth of profitability. Additionally, the reorganizing of their prioritization process, they enjoyed an increase in project completion which enables them to finish closer to the dates expected for completion and financial investment obligations (Kloppenborg et al., 2012). However, the implementation of these prioritization approaches was not exhaustive to ensure that the D.D Williamson was capable of continuously of developing the best prioritization process that ensured all projects were accounted for.

Project improvements

To improve the project prioritization process at D.D Williamson, there is a need to implement an evidence-based prioritization process framework. Three major steps define the prioritization process framework, and this will be used to improve the current state of prioritization at the company, and they are data and information collection, ranking, and finally the verification phase (Watson et al., 2009).  The collection is gathering and collecting all data that relates to the project in terms of scope, cost, resources, and schedule.  Ranking, on the other hand, is based on the development of a criterion that helps to determine where each project falls on the priority list (Lee Merkhofer Consulting, 2015). The adoption of this framework is the first recommendation to the improvement of the prioritization process at D.D Williamson. 

The development of a structured prioritization process is essential to achieving the project management goals, and this can be achieved by developing an inclusive project prioritization team that does not only consider the senior management but all critical decision makers within each department to ensure that prioritization is strategic and address the needs of each department within the company (Lee Merkhofer Consulting, 2015). Collection of data on the projects can be guided by the introduction of big data analytics within the organization that provides details information about projects within the organization and those implemented by competitors. The ranking process will involve the development of firm criteria for prioritizing projects, and this includes criteria such as efficiency, changeability, manageability, coordination, sustainability, impact on the organization, resource and the alignment of the project with strategic objectives of the organization (Kloppenborg et al., 2012). The involvement of all stakeholders in the ranking process where values are assigned to each project is essential to communicate which projects are of value to most stakeholders and which are in contention helping to ensure that projects are acceptable to all members of the organization (Shollo & Constantiou, & Kreiner, 2015). Verification is the final process, and this involves the approval of the ranked projects. The ability of D. D Williamson to implement the project prioritization process would improve its approach to prioritizing within the organization.

The Point scoring approach is another recommendation that may be used to enhance the prioritization process at D.D Williamson, and this approach is where each stakeholder assigns points to each project.  The number of points that a stakeholder gives a project indicates the level of priority the participant views the project (Novak, Koliba, Zia & Tucker, 2015).  This indicates the project’s worth and value to the participant.  If the project scores a low number, and with up to 20 projects to categorize, that could mean a substantially low view, then that means that they do not view the project as important enough to do. The point scoring approach is essential to determining the value that each project has to specific stakeholders and thus help to ensure that the projects are aligned with strategic goals of the organization (Botta & Bahill, 2007). The scoring model should, however, be based on judgments and not on the value to cost ratio. The value to cost ratio limits the ability to determine the priority of each project as some project may have higher cost and lower value yet there are paramount to the operational efficiency of the organization (Azar, Smith & Cordes, 2007).

The implemented process may not work

D.D. Williamson has implemented Vision Impact Projects approach to determining which projects should be prioritized.  A senior management team has been charged with ranking the projects and determining which should be accomplished first to achieve the overall strategic objective of the organization (Kloppenborg et al., 2012). The Vision Impact Projects is based on selecting the high level of focus as well as attention, involving senior management in weekly meetings, tracking online management systems and tunneling resources and time to achieve the goals of the project. This prioritization approach has been effective leading to the growth of the business as well as strong financial growth (Kloppenborg et al., 2012). The weakness of this approach is that there are many projects that deserve attention and selecting only projects that are aligned with the vision of the organization is a failure on the part of D.D Williamson (Kloppenborg et al., 2012). When dealing with a high number of projects, it is important to have ranking criteria and a ranking model which is missing in this prioritization approach. It would be difficult for the management team to rank more than twenty projects effectively where there is a lack of an outlined ranking model that would be essential in determining which projects should be carried out first. 

The Vision Impact Projects approach only selects five high vision projects and the fact that only senior management is involved in the prioritization process creates a bias to select projects that are aligned with improved financial or strategic goals without addressing the underlying projects needed to ensure those goals are achieved (Kloppenborg et al., 2012). Senior management lacks the understanding of the daily, on the ground operations and therefore likely to select projects based on value against cost model which is a flawed approach to prioritization. The senior management may lack insensitivity to the project scope when the project management team is not involved in determining which projects should be prioritized (Kloppenborg et al., 2012). There is need to have a large team involved in the prioritizing process to ensure that each project selected is aligned to the needs of other stakeholders and those involved in managing the projects as well.

Implementation of the prioritization process in the next five years

D.D Williamson is likely to use the same project prioritizing model in the next five years, and this is based on the understanding that the process has been tested to show that it achieves strategic objectives increasing the growth of the organization as well as financial positioning (Kloppenborg et al., 2012).  The implementation of the Vision Impact Projects is viewed by the senior management as a strategic approach and thus can only be reviewed in the next five years or until it no longer achieves its objectives (Kloppenborg et al., 2012). The inefficiency of the prioritization matrix led to the development of the Vision Impact Projects which enables the management to control which projects were to be prioritized. The senior staff were involved in prioritizing, by taking two projects each and indicating their importance   (Chapter 2; page 48)

D.D Williamson implemented continuous improvement project manager to facilitate the implementation of projects. The use of weekly senator management meetings designed to monitor as well as demand for corrective measures will be used to ensure that the projects are on track to achieving their designated goals (Kloppenborg et al., 2012). Constant monitoring and change management approaches are essential to ensure the successful completion of projects as argued by the Office of Quality Improvement (2012). The introduction of an online tracking project management system is an effective approach that would support the company in the next five years as the management team, and other stakeholders would be able to determine the progress made and in the accomplishment of each project. 

The ability to provide high-level focus on just five projects that are aligned with the vision of the company will continue to see constant growth of the company (Kloppenborg et al., 2012). The provision of tunnel time and resources to each project will ensure that each project is successful. This move worked for D.D Williamson, and the company experienced great success regarding financial growth and the growth of the business.  The current Vision Impact Projects approach has been tested n determined to be of use to managing large and complicated projects as these projects receive the attention and the resources they deserve to ensure that they are achieved within the strategic,  targeted time and budget set (Kloppenborg et al., 2012). The ability to accomplish each project within its scope identifies the efficiency of this prioritization approach for the company and will, therefore, see D.D Williamson use this approach for the next five years until a position at which it no longer meets its goals. If they can do this, using the current system of prioritization that they use, they there is not any reason why they cannot continue to succeed.
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