Sample Project team structure XE "project team structure"  and roles
It is often best to understand the process governance structure within an organization before structuring the BPM project team. Figure 1 shows a sample of such a governance structure. You can see how the projects link to the process governance within the organization and reporting lines. The reporting for a project (Project Sponsor) could either be to the Process Steward or the Process Executive, depending upon the circumstances.
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Figure 1 – Sample Process Governance Structure
Underneath the process governance structure are the business process improvement projects themselves.
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Figure 2 – Sample project team structure for a large scale BPM project

Figure 2 provides details of a sample project team structure. This is usually modified to suit the particular organizational and project requirements. It is, however, a structure that we have found to be particularly effective and workable, so modifying it to much may lead to compromising the effectiveness of the project. Obviously the size of the BPM project is important in considering the project team structure.

Project Sponsor XE "project sponsor" 
The Project Sponsor has the normal role of a Sponsor in a business project. Often the sponsor is a leading business manager or executive. The project sponsor will be the project champion and will be responsible and accountable for:

· defining and approving the goals, objectives, constraints and success criteria of the project

· signing off the project scope

· signing off Project Definition Document

· signing off on the project plan

· authorising or obtaining authorisation for resources and expenditure for the project

· approving or rejecting any change requests which fall outside of the previously agreed project scope

· approval of project budget
· realizing the business benefits as agreed in the business case
· signing off the project as complete, once the defined scope has been achieved

Project Director XE "Project Director" 
This role is responsible for all activities associated with the project. The project manager(s) and/or process team leaders will report directly to the Project Director.

This role ensures that the implementation of the various project(s) (streams of work) are running smoothly and are meeting stakeholder’s expectations. They must also maintain the relationships with all stakeholders and ensure that the BPM Framework is being applied appropriately for the particular organization. Other project-related responsibilities include:

· infrastructure and architecture

· facilities management coordination

· quality management and the satisfactory involvement of the staff

· human resources

· people change management and the satisfactory involvement of staff. This area in particular should not be underestimated, as it is possibly the largest component and one of the most important of any BPM project

· support project manager(s) and staff, especially gaining action or agreement from other parts of the organization

· ensure that adequate resources and facilities, of all kinds, are available to the project team.
While it is the responsibility of the project manager(s) to ensure the day-to-day running and coordination of the above functions, the project director must take a ‘big picture’ view to the strategic running and alignment of the project.

Project Manager XE "Project Manager" (s)
This role is responsible for the execution and coordination of the project which includes:

· day-to-day management and execution of their part of the project

· development of the policies and plans to ensure commonality of processes and systems wherever possible

· ensuring that all people change management, human resources and training issues are addressed and implemented

· managing of all activities associated with the project to deliver the requirements of stakeholders in the planned timeframe, budget and quality

· preparing and tracking of their part of the budget

· gaining commitment from all stakeholders

· coordinating and gaining agreement for project plans

· establishing and use of project control mechanisms to ensure agreed time scale and budgets are managed

· reporting of project progress to all stakeholders on the agreed timeframes

· on-going communication to the organisation (business) and IT management

· identifying and establishing communication links with related projects and manage the risks that any interdependencies may pose

· identifying, managing and elevating, if appropriate, potential or existing issues which if left unchecked, could impact the project

· monitoring the risks associated with the project and advise the Project Director and Project Sponsor.

Process Teams XE "Process Teams" 
The Process Team (often referred to as Workstreams) will comprise various groups:

1. Team Leader

2. User Leader

3. User Team Representatives

4. Process Experts

Each of these roles will be briefly described here.

1. Team Leader XE "Team Leader" 
This is the normal project Team Leader role. They will leader their process team (workstream) and ensure that appropriate workshops are organised, the project plan developed (in conjunction with the project manager) and timetable adhered to, budgets met, and so on. Furthermore they will:

· manage assigned tasks by completing and delegating to team members

· be responsible for undertaking team reviews periodically

· completing periodic team status reports for inclusion in the overall project status reports

· participate in periodic project review meetings

· assist in the resolution of project or business issues

· ensure all issues are logged in the Issues Log and promptly dealt with and/or raised with the project manager and project team

· manage develop of the User Acceptance Testing Plan, test cases and execute the testing successfully

· obtain sign-off for UAT within their area of responsibility

· complete the implementation plan for their area of responsibility.

2. User Leader XE "User Leader" 
This individual is a business resource and is appointed by the business management and has the authority to make decisions on behalf of the business. Their role includes:

· selection of user team members (departmental and across departments)

· technical quality assurance and decisions on process design

· regulation of any conflicts that may arise

· represent their team on the Project Decision Team

· participate in project meetings of all User Leaders

· working with other User Leaders to ensure interfaces, hand-offs, etc are correct and there are no disconnects.

3. User Team Representatives XE "User Team Representatives" 
These are the technical or subject matter experts from the business selected by the User Leader. Their responsibilities are to:

· participate in workshops and interviews

· create team-specific approaches to project activities

· design various “Innovate” phase approaches

· ensure that quality, compliance and technical assurance issues are addressed

· seek agreement with other teams on process interfaces and hand-offs, to ensure there are no disconnects

· participation in User Acceptance Testing Planning

· participation in User Acceptance Testing writing of test plans and cases

· participation in User Acceptance Testing execution

· participation in implementation planning and execution.

4. Process Experts XE "Process experts" 
This group will come from the organizations Centre of Business Process Excellence XE "Centre of Business Process Excellence"  (CBPE) and will provide the expertise for: 

· process design and redesign

· process design tool(s) used in the project

· Activity Based Costing

· process simulation

· process interfacing
· process governance

· process measurement and performance

· staff process measurement and performance.

