CHAPTER 2

Project Management

Team 2

Jollaborating? What
I the students con-

lo to improve their -

I11 0 team evaluation at the end of his project, Ryan commented:

Audrey was a great project manager. She really kept us on track. There
were several times when I wasn't sure what I should do next. Then I just
looked at her minutes and saw what it was I needed to finish up.

\!

O another team, Bill similarly attributed team success to good project
management:

Lits and teams. New

Steve did a great job keeping everybody updated. Because of him, every-
hody knew what their deadlines were and how the group was going. This
wis the first time I've been on a group project where everybody didn’t wait
until the last minute to throw everything together.

- I"'oject management is one of the least understood aspects of collabo-
~ tullon in student teams. Before we continue discussing how to organize a
~ wullaborative project, you should understand what project management
1 Wivolves and why a project manager is necessary—even on small projects.

- # Why Do You Need a Project Manager?

ulents frequently confuse the role of project manager with “boss,”
wilen,” or even “dictator” and quite understandably decide that they do
| wint a project manager on their team. Instead of viewing the project
naper as a kind of supervisor, think of the project manager as some-
who plays a specific role on the team by keeping the project on
iue. The project manager’s primary responsibility is to track the sta-
ul the project and to ensure that all team members know what they
wilid be doing at any moment.
- Ihe larger and more complicated the team project is, the more impor-
il the role of project manager becomes. However, even small two-person
et can benefit from someone who acts as project manager by sum-
Wising tasks and deadlines for the group. Often the project manager
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14 PART 1 # Before You Start

will do other work for the group; however, according to Charles Stratton,
a technical writing consultant, even if he or she does nothing other than
coordinate the team, the project manager “has earned his [or her] keep”
(Stratton, 1989).

The project manager’s specific duties include the following:

o Keeping the project on schedule by publicizing deadlines and
responsibilities in the task schedule

e Holding people accountable by documenting action items in the
meeting minutes

o Managing disagreements by documenting decisions in the meeting
minutes

o Keeping team meetings on task by preparing meeting agendas
In addition, the project manager may, if needed, perform other tasks:
e Sending e-mail reminders of deadlines
e Notifying the instructor of problems, particularly missed deadlines
e Creating the initial straw document of the project

e Producing other documents related to the project, including proj-
ect plans, team charters, and progress reports

On most projects, the manager will be doing work in addition to coor-
dinating the project. Thus, a project manager might also double up as a
co-writer, artist, or some other role on the team. However, on very large
projects, it may be sufficient to have a project manager who does nothing
other than manage the team.

The remainder of this chapter focuses on the three types of documents
that are essential to good project management: task schedules, meeting
minutes, and meeting agendas. This chapter also describes additional
documents that the project manager should produce.

4 Task Schedules: Publicizing Deadlines
and Responsibilities

Once the team has brainstormed some initial ideas for the project and
discussed how to organize the collaboration, the project manager needs
to create a written task schedule that documents deadlines, tasks, and
responsibilities. Such a document is absolutely essential to effective col-
laboration. (See Chapter 4, “Getting Started with the Task Schedule,” for
more details on how to develop and schedule a collaborative process.)
At a minimum, every project (even a two-person project) needs a task
schedule that lists the three Ws: who is responsible for doing what by
when. This task schedule is continually updated as work is reassigned,

new tasks are identified, or deadlines change. Table 2.1 shows a task sched-
ule for a group collaborating on an instruction manual.

Fach entry in a task schedule contains three vital pieces of informa-
{fon: a name, a deadline, and a brief description of the task. A good task
wchedule should also build in padding—additional downtime between
major steps that allows the group to recover in case a particular step
{nkes longer than expected. For instance, this group has built in two days
of padding between 9/12 (the date that everyone’s drafts or tasks are due)
and 9/14 (the date that the usability tests are scheduled). Similar padding
{4 built into the schedule between 9/19 (the date that Amy will compile
und edit a completed manual) and 9/21 (the date the manual is due). This
padding allows the group to stay on schedule even if one or more of the
major parts of the project are unexpectedly delayed.

To be effective, a task schedule needs to be visible. Thus, the project
manager must distribute the schedule to the entire group (usually through
¢-mail) each time it is updated. In addition, it is a good idea to keep a
copy of the task schedule in a centralized document server that the entire

Deadline Who Task Status
0/04 Amy Write topic proposal and bring to group meeting Completed
0/04 Everyone Review and discuss topic proposal at in-class
meeting Completed
0/06 i Amy Turn in revised topic proposal to instructor Completed
0/09 Jessica Bring template with sample layout for manual
to meeting
0/09 Everyone Discuss and revise template at in-class meeting
012 Bryan Write instructions for installing motor and arms;
e-mail
012 Jessica Write instructions for assembling base; e-mail
012 Amy Line up two users for 9/14; prepare all materials
for usability tests; e-mail group with status
0/14 Everyone  Test-drive instructions with users at 3:00 p.m.
in the library
/14 Amy E-mail a list of changes to group
w7 Bryanand Revise instructions; e-mail Amy
Jessica '
0/19 Amy Edit manual; prepare overview and table of
contents; compile and e-mail completed
manual to group
/21 Everyone Group meeting at 3:00 p.m. to review final

draft; turn in draft

TABLE 2.1. Task schedule for a three-person group working on an
Instruction manual




team can access. The project manager may also want to e-mail a copy of
the team’s initial task schedule to the instructor so that he or she has a
copy in case the group has problems with an individual team member

later in the project. :

The task schedule in Table 2.1 reflects a layered collaboration model.
Each team member has his or her own set of responsibilities but also has
opportunities to comment and improve on work created l?y others. A task
schedule is essential for implementing a layered collaboration. Such a care-
fully structured and planned project has a high potential for success.

Dangers of Operating without a Task Schedule

The need for a task schedule should be obvious; nonetheless, many stu-
dent teams try to operate without one. Without a task schedule, teams
are likely to:

e Miss deadlines.

¢ Duplicate effort. Two people may complete the same tas}( because
neither one is aware that another teammate has been assigned to
do it.

o Procrastinate. Without a specific deadline in writing, team mem-
bers might put off their parts of the project until the last minute,
thus ensuring a sloppy, uncoordinated project.

o Encourage slackers. Some team members will avoid.doing any
work on the project at all. They may claim that they didn’t know. a
deliverable was due or that they thought someone else was planning
to do it. A clear task schedule eliminates these excuses and holds
that person responsible for completing a fair share of the work.

Finally, without a clear task schedule that has been circulated via e-mail
and/or stored in a centralized group space, teams have no way to appeal to
the instructor if someone on the team fails to do his or her work. Without
written documentation, the instructor has to take the word of the com-

plaining student. A written task schedule gives the instructor a resource -

that he or she can use to implement penalties and reassign work.

€ Meeting Minutes: Building Accountability
and Consensus

The following conversation illustrates a common misconception that stu-

dents often have about meeting minutes:

Interviewer: Now, I noticed that in team meetings you frequently
took notes. What was in those notes?

Jessica: I have them right here. . . . Here's some, showing what every-
body had to do.

Interviewer: Okay. So when you took notes, it was along the lines of
what different people had to do?

Jessica: Exactly.

Interviewer: Did you ever e-mail notes out to group members? Or
just say this is a reminder of what we did or what we decided on?

Jessica: No, I didn't, but that's a good idea. I think they all saw me
write, I think. Maybe I thought they were writing them down too, so
they may have them.

Interviewer: Yeah, but different people could have been writing down
different things.

Jessica (surprised): That's true. I didn't think of that.

Many teams confuse meeting minutes with individual note taking— or
with secretarial work that simply records everything that happened dur-
Ing a meeting. In fact, meeting minutes are managerial documents that
direct the project by deciding what:information is important enough to
Include and what needs to happen next. Good meeting minutes help the
leam come to a consensus on the project’s progress, who is responsible
lor what, and where the team needs to go next.

Good meeting minutes contain the following (see Figure 2.1):

* Action items. This is a “to do” list that details who needs to do
which tasks. Whenever someone on the team volunteers for a
task—or whenever the entire team is given a task— this informa-
tion needs to be recorded.

* Decisions. The minutes should include a brief record of important
decisions made during the meeting.

* Next steps. The minutes should record the questions or actions
that will be taken up at the next meeting.

* Attendance. The names of people who attended the meeting
should be listed so that the team has a record of who is contribut-
ing and who has agreed to team decisions.

In addition, meeting minutes must be distributed to the entire team
soon after the meeting, usually within 24 hours. The minutes are use-
less if team members do not have them in their hands to refer to. If a
leam does not have time to distribute minutes after a meeting, then it
didn’t have time for the meeting itself.

Randall Walker, an industrial engineer with 15 years of management
txperience in the military, explains that minutes are essential:

You can say one thing to five people and they will interpret it five different
ways. It's critical to put team decisions in writing because at least it gives
them an opportunity to say “No, that’s not the context of what I said,” or




“That’s not the way I interpreted what we agreed upon.” 1f you don’t have
it documented, it’s he said/she said three weeks [later]. . .. So I think docu-
mentation of those encounters [is] absolutely critical in moving forward;
otherwise you take one step forward and four steps back and one step for-
ward and four steps back, and you can only take so many steps back
before you drop off the cliff.

Library Project Meeting Minutes
April 8, 2008

Attendance: Alex, Alicia, Sefu (Phil absent because of emergency dental visit)

Action items:

Alex: Double-check room availability and send out confirmation to users

Alicia: E-mail draft of usability script to group by Wednesday night

Sefu: Make changes to artwork and send to Phil by Wednesday night

Phil: Implement changes to home page and insert new artwork by class on Thursday

Discussion:

o Mapped out the details of the usability tests

— Usability tests will be held in LL15 next Friday from 12:00 to 3:00 p.m. Alex will
double-check room availability and send confirmation e-mail to users.

— Alex will bring his video camera to record the tests.

— Roles: Alicia will be the moderator for all three tests. Alex will record. Sefu and
Phil will take observational notes.

Discussed changes to the artwork

— The home page logo/image is taking up too much space. It needs to be cropped
or resized.

— The photo of the computer lab on the “Student Resources” page is too dark. It
looks depressing.

Discussed changes to the home page

— Main navigation links should be reordered: “Search Catalog” should be first,
followed by “Search Journals,” “Hours,” “Resources,” and finally “Contact
Information.”

— Link to “Hours” is broken. )

— A copyright logo should be placed in the footer.

Discussed what we want to get out of the usability tests next Friday

— What do users think of the artwork? (Maybe have some alternative designs to
show them?)

_ Does the order of navigational elements make sense?

— Are there any broken links?

_ Can users find basic information (such as circulation hours, lab hours, phone
numbers) without help?

_ Can users find all journal and book search features without help?

Next steps: Next meeting in class on Thursday, April 10. Need to go over changes to
artwork, search for broken links, and take a look at the usability script.

FIGljliE 21 Meeting nyl‘i‘nuies’

These minutes contain action items, major decisions, next steps, and attendance.
The minutes should be circulated to the team within 24 hours of the meeting.

Andrew Grove, the CEO of Intel, a major computer chip manufacturer,
ngrees:

If a meeting was worth calling in the first place, the effort to produce and
distribute the minutes is a small additional investment necessary to realize
its full benefits. (Grove, 1995)

The most important information in the minutes is the list of action
{tems detailing who will do what. Ken West, an operations research man-
jper with more than 10 years’ experience supervising teams, clarifies:

Iiven if you don’t produce formal minutes, at the end of the meeting, there
should be a page that says you're going to do this, you're going do this,
you're going do this, and you're going to do this. The person who is the
project manager better make sure that that’s written down. It's their
responsibility to follow up that things get done.

Dangers of Operating without Meeting Minutes

As the previous quotes from managers testify, meeting minutes are essen-
{lnl to the forward progress of a team. Without a central set of minutes,
teams will

« Waste time. Without minutes, teams will revisit issues that have
already been decided, repeat information that has already been
shared, or rehash conversations that have already been completed.
Moreover, the minutes allow teams to pick up the next meeting
right where they left off.

* Proceed without consensus. As Randall Walker stated, you can
say something to five people and they will interpret it five different
ways. The minutes provide a centralized interpretation of the
team’s decisions and ensure that everyone is “on the same page.”

* Forget important details. The minutes serve as a reminder of
important material that the team has discussed. Without minutes,
teams will almost certainly forget some of this material.

* Encourage slackers. The minutes publicize the commitments
each person has made and put pressure on everyone to perform up
to the team’s standards.

# Meeting Agenda: Keeping Discussions
on Track

A meeting agenda is a brief list of topics to be discussed at the meeting.
I'his list of topics does not need to be comprehensive—in other words,
{le team can discuss items not on the agenda; however, an agenda helps




TO:  Team

FR:  Jason ‘
Subject:  Agenda for meeting on 3/7, 1:00 p.m., Miller Tech
Hi Team:

We are meeting at 1:00 p.m. on Thursday, 3/7, in the Miller Tech computer lab.

Agenda:

« Confirm meeting time with instructor

« Discuss Karen’s revisions (see attachment Karen e-mailed earlier today)
- Report from Susan detailing her research on costs

Let me know if there is anything else that you think should go on the agenda.

FIGURE 2.2. Meeting agenda sent via e-mail ) :
The agenda contains a short list of items to be discussed, along with a remmd.er
of the meeting time and location. An agenda must be distributed to the team in
advance of the meeting.

ensure that nothing important gets left out of the discussion. Whep peo-
ple who are not part of the team attend a meeting, a brief agenda is par-
ticularly important because it lets them know what to expect and allows
them to prepare for questions team members might ask. 1
To allow people time to prepare for the meeting, an agenda should be
distributed in advance of the meeting (see Figure 2.2). 1

Dangers of Operating without a Meeting Agenda

A meeting agenda is essential to make sure that the team meeting is really
needed and that the team stays on track. Without a clear agenda, teams !
will : ]
o Manage their time poorly. A written agenda allows a team to
jump directly to what needs to be accomplished without wasting =
time figuring out what needs to be discussed. Moreover, without an -
agenda, the team might overlook important items, thus necessitat-
ing another meeting.

e Show up unprepared. The agenda gives everyone a chance to
think about the items that will be discussed at the meeting, to do
any necessary research, and to prepare any information or mate-
rial that needs to be distributed.

o Hold unnecessary meetings. Sometimes, the project manager will
begin to prepare a meeting agenda only to realize that there. are no
issues for the team to discuss. In this case, after checking with the
rest of the team, the project manager may cancel the meeting.

& E-mail Reminders and Notifications:
Stepping In When Problems Occur

The project manager is always focused on the future direction of the
proup. Even meeting minutes, which at first might seem just to be records
ol past actions, are produced in order to shape the group’s future direc-
tlon and ensure that everyone follows through on commitments made
during the meeting.

In the unfortunate event that some teammates are negligent in per-
lorming their duties or a project goes off schedule, the project manager
needs to continue this focus on the team’s future. Thus, when a project
ianager steps in to take action on missed deadlines, missed meetings, or
iinacceptable work, his or her focus needs to be on finding a solution
tuther than spreading blame. -

How forcefully the project manager steps in depends on the situation
und the severity of the offense. Usually, small problems can be handled
through gentle reminder e-mails. Larger problems that threaten the proj-
ect’s success may require contacting the instructor.

F'or instance, a project manager should always send a “gentle” reminder
10 o teammate immediately after a deadline has passed. Figure 2.3 illus-
Irates a gentle reminder sent directly to a teammate who has missed a
deadline. This reminder assumes that Susan plans on completing the
work but either has encountered unexpected difficulties or has had some
personal emergency that has prevented her from completing the work on
time. The e-mail focuses on highlighting the effects that this lateness
might have on the team’s future schedule.

The next step up in severity occurs when a teammate is several days
hehind schedule, has missed deadlines in the past, or has otherwise shown

TO:  Susan

FR:  Jason
Subject:  Draft due date
Dear Susan:

Just a reminder that your draft was due to the team by 5:00 p.m. yesterday. Do you think
you can get it out by Wednesday morning? If there is some problem, please let me know
ASAP so that I can revise the task schedule.

I'hanks,
Jnson

VIGURE 2.3. A gentle reminder that a deadline has passed
Such reminders should be sent (usually directly to the person involved) the first
tiine a team member has missed a deadline.




TO:  Susan

FR:  Jason
Subject:  Draft due date——sccond notice
Dear Susan:

Your draft was due more than two days ago, and we haven’t heard anything from you.
Karen needs your materials so that she can compile everything and make revisions by
Friday. If you cannot get the materials to us today, please let us know becaus-e K'aren
will have to rearrange her schedule in order to get everything done. 1 apologize if you
are experiencing some crisis. We are starting to get worried about meeting the deadline
and will have to contact the instructor if we don’t hear from you. Please let us know
what to expect.

Thanks,
Jason

FIGURE24 A more pointed reminder that a deadline has passed
Such reminders should point out the effects that a teammate’s delays or poor
performance will have on the rest of the team.

himself or herself deserving of a more pointed reminder. This reminder
should gently point out the consequences that the teammate’s actions
have on the rest of the team. The project manager may want to copy the
entire team in the “cc” section of the e-mail. Figure 2.4 illustrates a
pointed reminder. , 1
If a teammate does not respond appropriately to this pointed reminder,
the project manager might want to send an e-mail to the instructor, if for
no other reason than to document the team’s problems. Figure 2.5 illus-
trates an e-mail notifying the instructor about a problem. -
Chapter 8, “Troubleshooting Team Problems,” provides additional ‘
advice on handling problematic teammates.

4 Other Documents the Project Manager
May Produce

Task schedules, meeting minutes, and meeting agendas should be pro-
duced for any project, no matter how large or small. These documents
are essential to keeping the team on task. Projects that neglect these are
destined for trouble and unproductive conflict. However, larger projects -
may require additional routine maintenance documents with which the
project manager keeps the team on track. (See Table 2.2.)

TO:  Professor Williams
FR:  Jason Carpenter
CC:  Carrie S., Matt B.
Subject:  Question about a team problem

Dear Professor Williams:

My team would like to notify you and ask your advice about a problem we are having.
I have attached a copy of our task schedule. As you can see, a draft of the cost-benefit
nnalysis was due on Monday. I received a brief outline from Susan (the person
responsible) on Wednesday night. Not only was this two days late, but it was not what
the team needed. It is now Thursday, and the next leg of the project is about to be
officially behind schedule.

Since the cost information is key to our proposal, we are unsure how to proceed. Should
we give Susan another chance, or should we assign this task to someone else and
basically cut her out of the project? Any advice or assistance you can provide would be
preatly appreciated.

I'hank you very much for your help.
Jason Carpenter

FIGURE 2.5. E-mail notifying the instructor about a problem
Although the e-mail documents the group’s past problems, the overall tone

nnd direction of the e-mail focuses on finding a future solution. Jason asks the
Instructor for advice rather than a solution to the group’s problems. Even if the
Instructor does not take any action, such an e-mail provides documentation of
the team’s problems and can protect responsible team members if any grading
lsputes come up in the future.

# Starting the Process with a Straw Document

A “straw” document is an excellent way to start a group writing project
(hat is taking on a complex task for which no clear format exists. A straw
document is basically an extremely rough skeleton of the project that the
writer expects to be blown down, like a straw house. The purpose of the
sraw document is to draw the team into a discussion of the pros and cons
of various directions the project might take. In this way, the straw docu-
iment is a tool to facilitate group brainstorming about specific details.
With a straw document, the project manager brings in a very flimsy
but relatively complete draft of the entire document or document sec-
tlon. The straw document should contain a comprehensive list of topics
o1 points the document needs to address, but the details do not have
(0 be fully fleshed out. The goal is to have something down on paper so
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Document Description
-

B

An internal document (one that is not shared with others outside of
the team) that describes the “big picture” goals and priorities of the
project. Teams rely on the team charter to help resolve conceptu.al
conflicts that occur as the project progresses. The team charter is
particularly helpful for teams that have not worked together before
or for large-scale projects. Chapter 3, “Getting Started with the Team
Charter,” describes this document in more detail.

-

O o o e e

Project plan A formal document describing the scope of the work for an. external
audience, which may include instructors, supervisors, or clients. The
project plan is used to assure outside stakeholders that the team is
headed down the right path. Instructors generally review project
plans to make sure that teams have picked projects that meet the
assignment guidelines and can be accomplished within the allotted
time frame.

Most project plans contain the following information: (1) what prob-
lem the project is addressing; (2) what work is to be done; (3) what
maijor deliverables will be produced; (4) who will be involved and
what their responsibilities will be; (5) what major deadlines or mile-
stones will be met.

Team charter

Most workplaces have their own unofficial guidelines for project
plans. If you are required to complete a project plan, ask your
instructor or supervisor for a model you can follow.

e ——

Progress report Usually an informal document that gives an instructor, supervisor, or
client information on the team’s progress on a project over a set
period of time. This document is used primarily for projects that take
at least three months to complete.

Progress reports contain the following information: (1) how much of
the work is complete; (2) what the team is currently working on;

(3) what work remains to be done; (4) what problems have arisen;
(5) how the project is going in general (whether the project ison
schedule).

There are innumerable variations in the format of a progress report. "

you are required to file a progress report, ask your instructor or
supervisor for a model you can follow.

TABLE 2.2. Additional documents a project manager may need to produce

that the team can begin to discuss the drawbacks and benefits of various -

alternatives. .
Because of the nature of straw documents, they are used only in the

very beginning stages of writing. The writer of the straw document must

be ready to stand back and not become upset when others eventually

knock down parts of the document. One engineer with extensive experi-

ence working on major proposals clarifies this point:

An important point when you put a straw [document] up is that people
mustn’t be offended if other people criticize it, tear it apart, offer construc-
{ive criticism. You've got to take it in the light that different people have
different opinions. It saves a lot of time. If you hadn’t written it down [as a

straw document, ] they wouldn’t have thought about it. (Sales, 2006)

Another engineer at the same company states that the great advantage of
ihe straw document is that “it doesn’t matter if you get it wrong. In fact,
you expect to get it wrong, so you can rush it out any old how. It is safe to
(o so because you know it will be sorted out later” (Sales, 2006).

Sometimes, groups can benefit from looking at several different straw
(rafts. This is often the case when there is serious disagreement about
how to proceed. In this situation, one or two team members prepare mul-
{iple drafts for the group to compare and contrast. ‘

When working with a straw document, everyone in the group needs to
understand that it is intended to be a temporary document that will likely
Ie completely rewritten later. It should not be confused with a complete
Araft of the document (see Chapter 6, “Revising with Others,” for infor-
mation on working with more complete drafts). In other words, the straw
document should be used to spark discussions about big, conceptual
{ssues—and not issues such as word choice, formatting, or even the
Adetails of much of the content, all of which are more appropriately dis-
cussed at the rough-draft stage of the project.

Exercises

-

. Review the three scenarios at the beginning of Chapter 1, “Planning Your Collabo-

ration.” How might each of these groups’ problems have been alleviated with a
task schedule?

~

. Think of a time when you were involved in a group project. Did this project have a
project manager? If so, was this person effective? If you had had the type of proj-
ect manager described in this chapter, how might any problems that your group
experienced have been prevented?

3, Read Appendix B, “Sample Meeting Minutes,” which contains three versions of
the meeting minutes from one four-person team. All three versions contain the
same information. Which version do you think will be the most effective for keep-
ing the team on track? Why?

The videos in this textbook are directly based on the interactions of actual stu-
dent teams. Before you complete any of the video exercises, take a moment to
watch the introductory video on the Team Writing Web site, which describes
how the videos were produced and created.



