5 Types of Projects transcript
There are different types of projects. This image is from a project management guru called Eddie Obeng. Eddie Obeng suggested that there are four types of projects.
Type one projects – you know what you've got to do, and you know how you're going to do it. This is called painting by numbers. For example, you're building a house. This is clearly going to be predictive project management. You have hopefully done very similar projects many times before. You will have a good history of information. You should have well‑defined processes about how it's done. You've probably got access to plenty of templates, plenty of methods, plenty of policies, procedures and corporate knowledge about delivering these sorts of projects.
Type two projects: you know what you want, but you don't know how you're going to do it. This project is the going on a journey project. A new IT system is a great example. You know what you want it to do, but you don't know how it will do it. Because you know what you want, the scope is well defined as the features or the functions. That means you're going to have to keep a very close eye on the schedule and the budget for these sorts of projects.
Type three projects: you know how you're going to do it, but you don't know what you're doing. This is called the movie type project. With these projects, you know how you're going to do it. An example of this is an advertising campaign. You know you're going to use cameras, lights, actors, microphones, graphic designers, etc., so you know how you're going to do it, but you don't know what it is because you haven't written the script yet. This is a type three project. What you need to do for these projects is to define the scope. It's really important to nail down the business case of what it is you're going to deliver. For instance, how long that advert is going to be, what it's going to look like, what the script is.
Type four projects are the really difficult projects. These are called walking in the fog. You don't know how you're going to do it, and you don't know what you're doing. You will need a really tight control on this project; otherwise, it can go wrong very quickly. You will need good communication, good relationships and a deep understanding of what the project stakeholders are requesting.
Frequently, project managers are working on more than one project, and this is just a point to say you shouldn't treat them all the same because some of them might be the really simple ones, type one, and some of them might be more complicated, types two, three or four.
What percentage of the tasks that you're doing in your projects have you done before on previous projects? Think of a percentage for the tasks you've done before or that are very similar to tasks on a previous project. When I ask this question in training courses, I often get answers of 50, 60, 70 or 80 percent the same.
If you've done many tasks before, then I categorise these as runner projects. That's actually a terminology from manufacturing. The advantage of this type of project is that the estimates that you get should be very accurate. They should be accurate because you've done these tasks before. So, with a runner project, many of the tasks have been done before.
A repeater project is a repeated task that perhaps you've done 50 percent of the tasks before. The remaining tasks are within your capabilities. Maybe you don't do them very often. Maybe it's using some sort of new technology, but your competitors have done it, so it's not physically impossible to do.
A stranger project is extremely innovative and high risk, using technology and processes not attempted before. These types of projects are very new to the organisation.
Now, the example I've used for the past 20 years is fast going out of date because I used to say that building the BMW 3 Series effectively is a runner project. And I'm really talking about manufacturing at this point. A good runner project might be changing the design of the front grille on the BMW 3 Series. It's happening every year. BMW have been making 3 Series vehicles and replacing the 3 Series vehicle for 40, 50, even 60 years. In effect, it's what BMW do to repeat a project with most of the tasks having been done before.
Until recently, they've all been four‑wheeled cars, steel chassis, engine in the front, petrol engine and then diesel engines. And now, of course, we've got hybrid and electric vehicles. A stranger project for BMW is maybe a hydrogen fuel cell vehicle or a nuclear‑powered BMW. That would really be a stranger project.
You should have a mix of these projects in your organisation. You should have mainly the runner and repeater type projects. But a few stranger projects are necessary because these are the ones that really stretch your organisation to learn new skills and get into new technologies.
Are all of your projects the same type or are they all different?
