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Does it really all belong together?
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Introduction

❑ Founder of HMS Software; publishers of 
TimeControl, a project-based timesheet system

❑ Over 35 years experience in project and timesheet systems

❑ Author of the EPMGuidance.com blog

❑ Has taught Advanced Project Management at McGill 
University

❑ Writing has appeared in:
❑ Fortune Magazine, American Management Association’s Project 

Management handbook, PMI’s PMNetwork, Microsoft’s TechNet, 
Computing Canada, and PM Times magazines. 
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Objectives

1. How to distinguish the types of project management for 
different levels;

2. How to identify the basic elements of project management 
tools appropriate to the project management levels and;

3. Learn techniques to implement tools appropriate to different 
project management levels even when you don’t have 
authority over that level.
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We’re confronted in our industry by many competing 
perspectives.  In our desire to comprehend we like to 
use that most human of traditions… we label things.
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What would vendors recommend?

❑ Their own product can do everything you need

❑ This shouldn’t be a big surprise

❑ When an external source makes a recommendation it will 
sound awesome but you need to think about what their 
motivation is

❑ Software sales?

❑ Commissioned sales

❑ Hiring opportunity for them or their colleagues?

❑ Increased use of their services?

❑For today, let’s work on carving our own path
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What are the 
Strategic, 

Operational 
and Tactical 

perspectives?



© 2020 Chris Vandersluis - www.epmguidance.com

Strategic, Operational, Tactical

A large group of resources who do 
the work and report progressTactical

A small number of senior decision 
makers who must choose what 
projects to advance

Operational
A group of professional directors, 
project managers and team 
leaders who direct the work

Strategic



Strategic



© 2020 Chris Vandersluis - www.epmguidance.com

Strategic perspectives

❑ Time perspective: 1 quarter to 5 years

❑ Should we take on this project?

❑ Can we take it on and if so…

❑ What will be the impact on other projects?

❑ What is the impact of this project on us if we accept it?

❑ What is the impact on us if we don’t accept this project?
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Strategic Decisions

❑ What will our budget be for the next fiscal period?

❑ What should our resource capacity be in terms of number of 
people?

❑ What projects should be continued?

❑ What projects should be authorized

❑ What key milestones will we drive the business around?
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Strategic Tools

❑ Annual budget

❑ Spreadsheet analysis

❑ Portfolio list

❑ Portfolio analysis

❑ Marketing projections
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Strategic tools
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Operational
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Operational perspectives

❑ Time Perspective: 1 week to 12 months

❑ How do we do this project?

❑ Charter

❑ Schedule

❑ Budget

❑ Resource plan

❑ Quality plan

❑ Delivery plan

❑ Marketing plan



© 2020 Chris Vandersluis - www.epmguidance.com

Operational Decisions

❑ What priority do we give each project?

❑ How should we allocate the staff?

❑ What operational work needs to be taken care of?

❑ What should be sub-contracted?

❑ What projects need intervention?
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Operational Tools

❑ Project Schedule

❑ Project Resource Plan

❑ Resource Capacity Plan

❑ Task progress

❑ Timesheet: plan vs. actual
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Operational Tools
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Tactical
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Tactical perspectives

❑ Time Perspective: 1 shift to 1 week

❑ Over the next week, what do you want me to do?

❑ Over the last day, here’s what I did?

❑ Here are the challenges I’m encountering

❑ Here’s how much time this task took
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Tactical Decisions

❑ What do I prioritize this week?

❑ Should I request assistance?
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Tactical Tools

❑ Agile boards

❑ Scrum meetings

❑ Timesheets

❑ Chat tools
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Tactical Tools
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What are the 
challenges with 

trying to bring one 
set of processes to 
the other levels? 
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What data actually need to move between levels?
And… do we automate or not?

Tactical

Operational

Strategic
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Bring one level of processes into another?

❑ Blurring of decision making

❑ Bringing data that isn’t relevant into decisions that aren’t 
enabled by it

❑ Chain of command for different decisions becomes blurred



© 2020 Chris Vandersluis - www.epmguidance.com

How do we 
deploy 
distinct 
processes and 
tools and have 
them work in 
harmony?
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How to deploy distinct processes but work together

❑Make your own swim lanes

❑Set up guardrails

❑Sometimes it’s better to look integrated than be integrated

❑Communicate with everyone impacted, not just your level
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What data actually need to move between levels?
And… do we automate or not?

Tactical

Operational

Strategic
Priority List

Resource Capacity

Project List
Task List

Milestone
Progress

Timesheet
Tasks complete

Priority List
Resource Capacity
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Beware of 
sinkholes!
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Caution – pitfalls ahead!

❑ Be wary of letting the vendor decide

❑ Don’t bother creating your own vision

❑ Just work on one level and don’t consider the others

❑ Decide centrally then push to all levels without consensus



© 2020 Chris Vandersluis - www.epmguidance.com

Tips for keeping 
these processes 
distinct as time 
moves forward
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How to keep these processes distinct over time

❑Set up multi-level reviews of the process once a year or more

❑Build the vision into the hiring and engagement roles of those 
responsible over time

❑Document what you’ve done and make that document a 
dynamic updatable tool
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Find your own path
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Finding your own path

❑ Don’t just listen to me

❑ Take my advice and that 
of many others

❑ Build your own design 
and then find those that 
can fulfill it

❑ You don’t need to 
resolve all levels of your 
organization in one tool 
or one solution
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Contact information

For more information, please contact me at:

Chris Vandersluis

Email: chris.vandersluis@epmguidance.com

Blog: www.epmguidance.com

HMS/TimeControl Website: www.TimeControl.com

LinkedIn: www.linkedin.com/in/cvandersluis

YouTube: youtube.hms.ca

mailto:chris.vandersluis@gmail.com
http://www.epmguidance.com/
http://www.timecontrol.com/
http://www.linkedin.com/in/cvandersluis
http://www.youtube.com/user/HmsVideoAdmin
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Thank you


