	
	Steering Committee Guideline



Purpose

The purpose of this guideline is to provide assistance in selecting and effectively using a Steering Committee. Selecting the right members for a Steering Committee and making effective use of the Steering Committee’s time can be a key factor in a project’s success. 

Approach

A Steering Committee should be selected at the beginning of a project, usually in the Concept Phase. In general, the Steering Committee is a senior management team that guides and is accountable for the project and gains management commitment. 

Determining if a Steering Committee Is Needed

Not all projects require a Steering Committee. A Steering Committee can be formed for a variety of reasons and should be left up to the discretion of the Program Manager and Project Manager. The following are some examples of reasons why a Program or Project Manager would elect to form a Steering Committee:

· The project has a high dollar amount attached to it ($1 million or more)

· The project will last more than six months

· The project is very complex and goes across multiple departments or business units

· The project involves changes in business practices or business processes

· The project will invoke a lot of change across an organization and requires special attention to change management

· There are sensitive areas around the project that necessitate communication at the senior management level

· The project involves third part software 

· The project utilizes outside consultants in a project management role 

Determining the Purpose of the Steering Committee

The first step to selecting a steering committee is to determine their purpose. The most effective Steering Committees are generally those that provide guidance on key project decisions. Key project decisions could include business issues that impact the project as well as key project issues that will affect the overall schedule or budget. Other purposes for a Steering Committee include communication of status, project visibility, maintaining project momentum and obtaining senior level buy-in.

Selecting Steering Committee Members

The following factors should be considered when selecting a Steering Committee:

· As a general rule, most projects will only have one Steering Committee. However, for large or complex projects, more than one (usually no more than two) Steering Committee may be selected. Examples of reasons why a project would elect to have more than one Steering Committee are: (1) To break the Steering Committee into a more manageable number of people or (2) If there different groups of people in the Steering Committee with very different objectives for the meeting. Remember that more Steering Committees means more overhead and more preparation work, there should be a clear benefit determined for selecting more than one Steering Committee.

· Select the right number of people for the Steering Committee. Ideally a Steering Committee is made up of three to six people. Sometimes circumstances dictate that the Steering Committee be larger in order to obtain buy-in, etc. In that case, it is important that the meetings be very organized and structured in order to use the Steering Committee effectively.

· The Steering Committee members should have a vested interest in making the project and the Steering Committee a success. If that interest cannot be determined, that person should not be selected as a part of the Steering Committee.

· Steering Committee members must be willing to participate in the project as a Steering Committee member. Goals and expectations should be laid out for the Steering Committee member before they agree to participate.

· Start with the Project Sponsor. The Project Sponsor should always be a member of the Steering Committee. The Project Sponsor should have major input as to who should be part of the Steering Committee.

Establishing Steering Committee Meetings

Steering Committee meetings should be well organized and should have a clear outcome established prior to the meeting. The following steps should be followed when establishing the Steering Committee meetings:

1. Determine who is running the meetings. This can be one of the most important decisions when establishing the Steering Committee meetings and should be considered carefully. The Program Manager and the Project Manager should determine at the beginning of the project who should run the Steering Committee meetings. When selecting who will be running the meetings, use common sense:

· The level in the organization of the person running the meetings should match appropriately to the Steering Committee members. If the Steering Committee members are mostly senior level executives, the person needs to be a strong player who can easily speak to and react to senior level executives. There is not a concrete rule for determining the level of the person running the meeting. It will depend on who has the relationship built with the Steering Committee members and the sensitivity of the project. In some cases, a manager or director may be asked to step in and run these meetings.

· The person running the meeting should be capable of running a well-organized and effective meeting and should be able to handle difficult questions as posed during the Steering Committee meetings.

· If the Steering Committee is composed mostly of business personnel, the person with whom they are most used to interacting with should run the meeting. For example, if the Steering Committee consists mostly of business personnel, the Program Manager will generally run the meeting. Likewise if the Steering Committee consists mostly of technical personnel, the Project Manager will generally run the meeting.

2. Establish an Initial Kick-off Meeting. An initial kick-off meeting should be held with the Steering Committee to give an overview of the project to date and to explain expectations and purpose of the Steering Committee. This meeting should be well organized and should have a clear objective. See the Steering Committee Template for an outline of this presentation. Depending on the point in the project in which this kick-off meeting is being conducted, some of the information listed in the template may be premature or irrelevant. Use common sense. See the Meeting Guide section of this document for tips on running an effective meeting.  

3. Establish regular Steering Committee meetings. Ask the Project Sponsor or the Steering Committee at what frequency they would like to meet and establish the meetings going forward following the kick-off meeting. For long-running projects (six months or more) once per month is generally a good frequency. Project, organizational or logistical factors may dictate a more or less frequent occurrence. These meetings should be scheduled as far ahead as possible and should be kept at a fairly regular frequency. See the Steering Committee Template for a suggested outline of these meetings.

Meeting Guideline

A few simple pointers can help ensure that Steering Committee meetings are well-run, effective meetings. The following pointers should be considered when preparing for an running a Steering Committee meeting:

Scheduling Considerations

· Find the best way to schedule meetings with the invitees. Sometimes a call to the invitees executive assistant is necessary in order to ensure that the meeting will be accepted. Ensure that the key members of the committee can make the meetings before setting up the meetings.

· Set up the meetings for the remainder of the project at the beginning in order to get on people’s schedule as far in advance as possible. Ensure that appropriate features in the calendar tool are utilized so that meetings can be changed and invitees will be notified of the change.

· Attempt to keep the meetings on their original date and time. There will be times when an unforeseen event has come up and a meeting has to be changed, but this should be the exception.

· It is a good idea to have the Project Sponsor (or the most senior executive on the Steering Committee) committed up front to these meetings and send out an e-mail or other communication expressing the importance of attending this meeting.

Meeting Structure 

· Start and end the meetings on time.

· Have an agenda for every meeting and a well-thought out objective for the meeting. Start the meeting by stating the key points you to be accomplished with the Steering Committee meeting. Check those objectives at the end of the meeting to ensure they were accomplished.

· Allow adequate time in the meeting agenda to cover all topics and allow for questions and discussion.

Meeting Preparation

· Create a formal presentation that is concise, well organized and polished. Create an agenda.

· Arrive in the meeting room ahead of time ensure all materials and equipment are present and in working order. Don’t rush in at the last minute and waste time getting organized in front of the Steering Committee members.

· Make necessary copies well in advance of the meeting. 

· Conduct a pre-meeting with the Program Manager and Project Manager (or other appropriate team members) to ensure the project leadership is in agreement on the purpose and contents of the Steering Committee presentation.

· If more than one person is presenting, practice ahead of time.

· Prepare the Sponsor or other appropriate Steering Committee members ahead of time if there are critical project issues. Don’t use the Steering Committee meeting to announce to the Sponsor that a project will be late or over budget or otherwise compromised.

Presenting Issues or Risks

· When presenting issues for which you want resolutions or suggestions in the Steering Committee, do as much pre-work as possible and walk the group through the issue clearly and concisely. Have a very clear process for leading the group to an answer if you want to resolve the issue in the meeting – otherwise the discussion could go off on a tangent and divert the purpose of the meeting.

· Think through possible suggestions or resolutions to an issue before presenting it to a Steering Committee.

· Clearly explain the impact that the issue or risk has on the project until it is resolved.

· If the issue cannot be resolved within the Steering Committee meeting itself, explain the date in the project schedule at which the issue must be resolved in order for the project to stay on track.

· Only raise issues in a Steering Committee that the Steering Committee would care about. If there are internal project issues that don’t affect the overall outcome of the project, don’t burden the Steering Committee with that information.

· If you have a controversial or complicated issue to discuss, do some ‘pre-selling’ or discussion of the issue with key members of the Steering Committee before the meeting. This will enable you to get through the issue much easier. 

Meeting Follow-ups

· Use a white board or flip chart to note ‘Parking Lot’ item (items that should be discussed at a later date in order to get through the contents of the meeting at hand).

· Document follow-up items throughout the meeting and allow time at the end to assign and owner and due date to all follow-up items.

· Send out follow-up notes on the meeting to the Steering Committee members, noting key follow-up action items. These should be clear and concise. Generally, a quick e-mail is the best way to ensure that these notes are read.
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