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Project Roles and Responsibilities

A project team is created to achieve a clearly defined purpose within a specified time. The team consists of an executive sponsor, a technical lead, and a functional lead. Other technical or functional staff may be called in as required to perform particular functions, provide detailed information, or perform testing. The project team is disbanded after the production system is stable and the parties have agreed it functions as designed.

The executive sponsor is usually the manager in the area affected by the project and is committed to its success. Their role is to facilitate the project, remove roadblocks, and obtain needed resources, communicate to their peers, and make policy and financial decisions.

The technical lead is a senior IT person who is experienced in design and analysis with good technical skills and communication skills. They have to understand the business problem the project is intended to solve and design appropriate solutions and be able to clearly explain the pros and cons to non-technical people. They are responsible for developing the design, the project plan, and either doing or overseeing the technical work. They are ultimately responsible for designing the technical solution, ensuring the design has been validated and communicated to the necessary functional staff, that the technical changes have been implemented correctly, and that the changes function as expected. 

The functional lead is usually a staff person familiar with the area affected by the project or someone with knowledge of the processes involved. It requires an individual who understands how individual details fit into larger processes, is committed to change, and can 'bring it all together' to get the job done. The functional lead provides communication and feedback between the unit and the project team and frequently acts as a 'translator' between functional and technical staff. The ideal person is a business analyst with technical knowledge who can operate in both worlds. The functional lead is responsible for overseeing all functional tasks in the following areas: 

· communication to users in the unit and the organization about changes/timelines

· documentation (including write-up of new processes or procedures) 

· training (they may design/oversee or do themselves) 

· testing (they may design/oversee or do themselves) 

The functional lead is responsible for any non-technical tasks (getting information from vendors, booking meeting rooms, keeping minutes, setting agenda, etc.) The functional lead chairs project meetings - setting agendas, tracking and communicating decisions, recording action items (what, whom, when) etc. They are ultimately responsible for ensuring the functional tasks are done, that changes have been validated and fully tested, that the new processes are integrated into the unit, and that staff who perform the tasks understand the new process. They also take ownership in analyzing, solving, and recording production problems, working with line staff and the project team. 
