
project
talent & resources

engaging

the voice of project management

1

Rules & Regulations

          
 May 2010        Is

sue 228

The voice of project management

£3.75

Lord Drayson 

hails progress 

on MoD projects

 9 

     Doing more for

    less on projects  

12 
 Skills for the

     21st  Century

   The gira! e-inspired

       fo
otball stadium

SPECIA
L 

REPORT



project the voice of project management

readership

advertising

500
18,000



Standard display rates

rates & sizes

Mechanical data

contact
project the voice of project management

did the pilot in Copeland in Cumbria, in 2007, 

half of those involved said it was easier than 

expected. 
But, overall, I think it’s fair to say that 

retuning has proved a little more difficult for 

people than we expected from the outset. 

We have a layered communications model, 

which basically means one that stretches from 

national advertising to raise awareness of 

switchover right down to local level. 

A national TV advert can raise awareness of 

what is happening but what you need to do at 

a local level is communicate when it is coming 

to you. 
Along with local newspaper adverts and local 

radio, we have used television captions to get 

the message across on screen. 

We’ve also mobilised a digital support 

network using the expertise of four leading 

charities, who have came together to form a 

consortium called Digital Outreach. 

Digital Outreach acts as a hub for the 

switchover in each region. They recruit a 

well-known, well-networked local charity to 

pass on the materials we develop to the clients 

on the ground. 

The Scheme was initially scoped by government 

to have £600m of BBC licence fee money 

What I feel is special about the PMO we have 

created is that it sits right at the heart of the 

organisation. 

This enables it to fulfil four key functions.

First, it holds and manages a centralised project 

plan so everybody has one version of what’s 

happening.  Second, it co-ordinates activity 

across the different workstreams, providing 

the ‘glue’ that holds the programme together. 

Third, when issues arise we can bring the 

different workstreams together to find the best 

way to manage and resolve them. Finally, by 

working very closely with the research team we 

are able to spot any metrics that may be lagging.  

We have a PMO of four people. There is the 

programme manager who looks after the 

governance side and two project managers who 

divide the 22 regional projects between them, 

plus someone acting in support. 

The project managers hold the central 

project plan but are constantly talking to their 

counterparts at the Switchover Help Scheme 

as well as programme co-ordinators in both 

government and Ofcom. 

In turn Arqiva (sp?), the engineering 

contractor, will have its own project 

management team looking after its business. 

They have a phenomenally complex 

ring-fenced to support eligible people including 

the 75 and over, those on certain disability 

allowances, the blind or partially sighted. 

The scheme provides a wonderful end-to-

end service that can help choose, deliver and  

install digital equipment plus twelve months 

aftercare. This is an invaluable service for  

those who need it. 

However, what we’ve seen over time is  

that a lot of eligible people have already got 

digital TV (total digital take-up is over 91 per 

cent) and people, understandably, like to get 

help from family and friends. 

As a result, the Help Scheme is predicting  

it will find savings on the original £600m, 

which is an exceptional outcome, since not 

many public change programmes can come  

in under budget.

We are running one of the biggest face-to-face 

consumer tracking surveys in the UK. Ipsos 

MORI, which runs the survey on our behalf, 

will interview around 14,000 homes in the UK 

this year across the different switchover regions. 

This is a pretty substantial survey in its own 

right but the way it links in with the project 

management office (PMO) is also  

very important to help project managers keep 

track of milestones and assess if it is having  

the desired impact. 

engineering programme to undertake that 

involves re-engineering over 1,000 transmitters 

in the UK. They have a very established project 

management function within the company, 

which reports directly to our broadcast team 

and in turn into the PMO. 

We agree milestones with each of the project 

teams who, in turn agree them with each of the 

agencies they are working with. We will seek 

updates on a daily basis and as and when  

things change. 

Every month we hold switchover project 

meetings with the different project teams to 

work through the plans. 

From that work, a monthly programme 

report is drawn up, highlighting key statistics  

as well as flagging up any issues that may  

have arisen. 

A report is then sent to the switchover 

programme group, which comprises senior 

level management in each of the agencies. They 

meet monthly to discuss the report. 

On a less frequent basis, meetings will be held 

with ministers responsible for the programme. 

The first big region to make the switch was 

Granada with some 3m homes in and around 

Manchester. This was a significant increase in 

capacity as, prior to that, the largest number we 

had dealt with was 300,000 homes. 

The good news coming out of Granada was 

that there was nothing specific that we would 

change. The only thing we did encounter was 

the problem of overlapping signals – but this 

was not totally unexpected. 

We knew when we went into Granada that 

as the power on the digital service is turned 

up there is more potential for overlaps in the 

system. As a result some homes in the region, 

particularly on the Wirral, found they were 

getting both Welsh and Granada Freeview 

services. 
That situation has always existed in analogue 

so many homes are already accustomed to it. 

The only slight issue was that Welsh services 

appeared at the top of the menu, and Granada 

much lower down. This is easily overcome with 

a manual retune. 

Exactly the same thing happened in the West 

TV region, around Bristol. But we found if you 

tell people in advance and offer advice on how 

to address it, it is not a major issue. 

I hope that we have learnt 

things along the way 

that are useful for 

other programmes 

and I’m very keen to 

share those lessons 

with others.

We know Digital Radio UK very well and 

similarly I have colleagues at the Smart Meter 

project who I work with closely. 

One thing I’ve been developing since the 

beginning of the year is what we think the 10 

transferable lessons from the TV switchover 

programme are. Some relate to the governance 

of the project, how it is structured, and some 

relate to the way it is implemented, and to 

communications and support. 

I’m looking forward to sharing these with 

other programmes to see if they can take 

something useful from what we have done.

We are always happy to help others to carry 

on learning and sharing knowledge.

Clearly the programme is on track but we are 

only 25 per cent of the way through so there is 

no room for complacency. We have identified 

issues at switchover in other regions and I’m 

sure they will repeat themselves. 

But the key objectives remain: to extend 

Freeview coverage to all those who currently 

cannot get it and free up the spectrum for 

new digital services. 

The world is changing and we 

need to move quickly to realise 

the benefits of digital.
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 is strategic 
planner for Manchester City 
Council and runs a small group 
called the Capital Programme 
Group (CPG). The decision was 

taken at an early stage not to call it a project/
programme/portfolio management office to 
avoid confusion and to ensure that the name of 
the group was not perceived as a programme 
and project delivery resource.

Instead, the CPG has one very broad objective: 
to bring more surety to the council’s capital 
portfolio which currently runs at £300m +  
per annum. 

Says Kevin: “We had a very clear vision at the 
start. This was based on a four-phase strategy 
to provide a structured approach to project and 
programme delivery.”

The first was to create a standard generic 
approach for project delivery across the 
authority using a basic methodology based 
on PRINCE2  tailored to a public sector 
environment. 

The second part was the scrutiny of projects 
and programmes coming into the portfolio. 
Using a process called Gateway (not to be 
confused with the OGC Gateway), a level 

of scrutiny was introduced that was both 
structured and able to adopt other generic 
elements. Many other local authorities have 
since adopted this or a very similar approach.

The next element was automation. Once the 
methodology was in place, there was a real need 
to compare and contrast data. Kevin explains: 
“We needed to give the people delivering 
projects a reporting tool that was both useful 
and able to operate at all levels, from project 
to programme through to ‘super’ portfolio, 
giving an overarching strategic view of several 
portfolios within the authority.”

Working with software partner Atkins, MCC 
developed a tool called Project Management 
System (PMS). PMS, based largely on 
Microsoft products, has been running for 
three years and is about to be superseded by 
another programme called PrISM – or Project 
Information System Manchester.

The PrISM upgrade will be accessible 
to everybody within the authority and to 
key stakeholders, allowing project teams to 
correlate and collaborate on huge amounts of 
information. PrISM supports flexible and agile 
working

The final part was to create project 
management as a recognised career path – and 

demonstrate that somebody at the lowest level 
could progress through a career path potentially 
to become a programme director. 

The results are starting to bear fruit. A large 
proportion of MCC projects are now delivered 
in-house by project professionals who have 
come up through the ranks. 

This required a major mindset change but, 
after four to five years of effort, the authority 
is starting to produce a consistently high level 
of competence and experience in projects 
designed to deliver better services and capital 
assets for Manchester

Kevin adds: “The career path introduced by 
the CPG has proved very attractive to aspiring 
project managers from other authorities who 
have applied for roles purely because they can 
see a clear development path.”

Kevin, with the full support of director John 
Lorrimer, created the CPG eight years ago. 
The team consists of a strategic planner, two 
capital programme managers and two business 
support managers. 

The team contains qualified and experienced 
project managers, MoR Practitioners, GIS 
(mapping) support, and MS Sharepoint trained 
members. Kevin says it is vital that the skills 
and experience of the team remain current to 

“We have casual project managers, who 
may have one project to do but then go back 
to their usual role. So we have to cater for the 
professional who does it for a living as well as 
the part-time project manager who completes 
a small or routine project as a ‘one off ’ then 
returns to their normal role.”

While the CPG needs to adapt to changing 
needs, it also needs to be proactive – to go 
out and help people. Says Kevin. “A massive 
decision when creating any type of project 
office is whether it should become a policeman 
or a friend. His own view is that you cannot be 
both. We decided to go down the friend route 
and offer constructive support rather than 
reprimand people if things go wrong.”

maintain credibility and ongoing support.
“If a project team says we have got to do 

a particular project, they will help set up the 
system and map the project onto GIS so they 
can get special views, including information 
about other projects in the area. In addition  
the team will provide risk analysis training  
and workshops if the project manager is new,” 
he adds. 

But does a loss of ownership cause 
resentment? Far from it, says Kevin. In fact, the 
opposite is true. One of the things the authority 
has improved on is delegation. Previously some 
saw project management as an addition to the 
day job, which proved to be a major issue when 
delivering large or complex projects.


