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INTRODUCTION

This paper will illustrate a format for the planning, management and review of projects.  It is aimed primarily at those projects that are of a significant duration (two to four months) and cross several functional areas within a company.  Figure 1 below shows a typical organizational structure. For purposes of this paper we will assume the Site/Unit Manager is the most senior management person responsible for ensuring projects are completed per the business plan.  The actual title could be President, Plant Manager etc.
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The departments shown reflect a separation of major functions such as Marketing, Engineering, Manufacturing, Quality, etc.  The heads of these departments may hold the title of Vice President, Director or Manager. Collectively with the Site/Unit Manager they will be referred to as the Management Team.

ROLES

In order for cross-functional projects to be successful, each member of the organization must know what role they play.  These roles may change from project to project.  

MANAGEMENT TEAM

Primary responsibility is to review and approve projects prior to initiation.  Each active project will be supported by the monthly list of business priorities published by the Site/Unit manager.  Additional responsibilities include:


*
Remove communication barriers


*
Clarify issues for members, don’t give unsolicited advice


*
Ensure active participation


*
Applaud the effort


*
Focus on team success, not turf protection

SPONSOR

This is the Management Team member accountable for the results of the project team. This should always be one of the individuals reporting to the most senior site manager.  The sponsor works with the leader to define and explain the objectives of the project team.  The sponsor periodically attends the project meeting.  Additional responsibilities include:


*
Critique with leader on meeting and minutes


*
Help resolve problems/obstacles


*
Review priority


*
Help leader motivate the team

PROJECT LEADER

Primary responsibility is to ensure understanding of the objective, strategies and priorities.  The leader provides liaison with management through the sponsor on progress, problems and conflicting priorities.  The leader motivates the team and is protective of time wasted on the part of members and management.  Additional responsibilities include:


*
Publish project outline and schedule (MS Project is the standard)


*
Chair meetings (set objectives, prepare agenda, guide meeting)


*
Assign tasks to members


*
Provide crisp minutes of project team meeting


*
Prepare bi-weekly report on progress, problems and plans for the management team


*
Encourage pro-active problem solving

MEMBER

Primary responsibility is to do the tasks assigned and come prepared to each project team meeting to report on progress, problems and plans.  Additional responsibilities include:


*
Participate -- explain and listen


*
Act as functional liaison to related staff in the member’s department


*
Take initiative to identify and recommend opportunities and business building improvements

MEMBER’S BOSS

Primary responsibility is to ensure functional correctness and timeliness.  Minutes of the project meeting are reviewed to ensure they are compatible with basic strategy and functional perspective. The member’s boss also provides advice, coaching and guidance.

PROJECT INITIATION

The first step for new projects is to write a project outline that identifies team members, background, objectives, key assumptions/components and desired outcomes including a rough timetable.  This is written by the Sponsor or Project Leader, approved by the project Sponsor and presented at a Management Team meeting for review and approval.  Following is a sample:

ABC COMPANY TEST MARKET PROJECT OUTLINE

PROJECT: ABC Test Market

SPONSOR: Michael Smith

LEADER: Don Jones

MEMBERS: Bill Field, Jane White and Ron Camp

BACKGROUND

ABC Company is a music rack jobber similar to our current customer XYZ.  They are responsible for the remaining 1500 music retailers that are not serviced by XYZ.  Michael Smith has been successful in securing their approval for a 15-store test, which will last two months.
OBJECTIVE

To design, manufacture and install 15 interactive kiosks by May 4, 1996.

KEY ASSUMPTIONS
Marketing will provide a requirements document by March 10, 1996.  Preliminary info is:


* Ten systems will be touchscreen and five will be touchpad


* Price changes will be displayed on the monitors and updated by telephone


* MPEG video will be used for the touchscreen systems, PLV for the touchpads


* ABC Company will provide POP material

  * Technical support must be provided on a 7x24 basis.

KEY PLAN COMPONENTS 
  * Define outside contractors

  * Hire hostesses for first week of test

  * Determine cost of install, service support and de-install

  * Develop communication plan for advertisers, retailers and service support organization

ANTICIPATED MILESTONES

Mar
10

Marketing Requirements Document - MRS

Mar
17

Functional Specification - DEJ

Mar
24

Design Review

Apr
  1

Video Materials Due

Apr
15

First Article Review

Apr
22

System Test

Apr
29

Installation

May
  4

Test Begin

This outlines serves as the basis for further project definition so it is imperative that the Management Team is in agreement on the document.  It is sent to the appointed project team prior to their first meeting.  It will be refined as the team identifies the duration and precedents for each task.

DEFINING TASKS

A project plan is simply a collection of the required tasks arranged in a logical manner showing the “what”, “when” and “who” for each task.  Generally, the project is broken down into tasks requiring two to ten days of work effort.  This keeps the number of tasks to a manageable number.  As each task is identified, it must also include the person responsible, the duration in calendar days, the preceding tasks, and a determination if it is a Go/No Go task item. It is also essential that the tasks be assigned to a specific individual.  For example, a task item titled Create Content is too broad and probably involves more than one person.  It does not provide the granularity needed for status reporting and resource management.  It could be parsed into Collect Video, Collect Artwork, Collect Audio, Create Screen Graphics, Create Animations, Edit Video, Edit Audio, Merge Media, Compress Video, Compress Audio, Create Content Library, etc.  This allows for weekly assessment of schedule attainment and reassignment of resources if specific tasks fall behind schedule.  With this level of detail, an assessment can be made about using outside contractors if needed due to internal resource constraints or changes in customer or operational requirements.  Care should be taken to not break tasks into such detail that more time is spent reporting than working.  It is possible in Microsoft Project to add notes to an individual task so any key deliverables can be outlined without having to track them. 

CREATING THE SCHEDULE

Microsoft Project is the approved software tool for planning and tracking the status of projects.  A template file for a new project titled “Project Template.mpp” is on the Corporate Server.  This file has the approved views, tables and formats to ensure consistency among all project teams. Also, some of the standard field names in the template have been renamed as follows:


Field Name

Renamed as:


Indicators


?


Resources Initials

Resp.


Name



Name (of task)


Flag1



G/NG


Flag2



Cust?


% Complete

%


Finish1


E/Fin

Before entering tasks in the schedule, the “Resource Sheet” should be completed. Each individual’s complete name is entered in the Resource Name column and their assigned initials in the Initials column. If a labor cost estimate for the project is desired, the Std. Rate field can be completed. No other information needs to be added to this sheet.

The Gantt template has the following columns:

ID – The software automatically enters this as each new task line is entered.

Indicators – This field shows if any “Task Notes” have been entered on a specific task.

Resource Names* – This field has a drop down box and identifies the employee responsible for the completion of the task. The drop down list is from the resource names entered on the “Resource Sheet” completed above. An outside entity or contractor may actually perform the work but this is the in-house person responsible for ensuring it gets done on time. Only one person should be assigned to a task to ensure complete accountability.

Resp. – This field shows the initials for the Resource Name. It is populated automatically from the “Resource Sheet”. 

Work – This is the number of actual hours to be worked. The program calculates this based on the duration and 

Name (of task)* – This is the description of the actual task.

G/NG* – This identifies a Go/No Go task which must be completed before its successor tasks can begin.  An example of this is the task of signing a contract with a retailer before ordering hardware and other collateral materials.  Most tasks are not of this Go/No Go type.

Cust?* – This identifies a task that will require involvement of a customer and when set to “Yes” will change the display of the task bar on the Gantt chart.

Dur.* – This is the duration of the task in calendar days.  The actual work effort may be only two days of effort, but this is the time elapsed from start to finish of the task.

% ( This is used to document the actual progress completed on each task. 

Start – This is the planned start date of the task.  It is calculated automatically by the software using the duration and predecessor information of related tasks.

Finish – This is the planned finish date of the task.  It is calculated automatically by the software using the duration and predecessor information of related tasks.

E/Fin – This is the estimated finish date for a task, which has fallen behind schedule.  

Predecessors* – This identifies all the tasks that must be completed before this task can start.  This is one of the most critical entries on the schedule.  MS Project uses these dependencies to calculate start dates for all succeeding tasks.  The combination of these dependencies and the task duration are used to define the critical path of the project.

Successors – This identifies the tasks that are dependent on this task. MS Project shows these based on the assignment of Predecessors per the previous section. There is no need to enter any data here it is for information only when looking to see what tasks are dependent.

Only those items with an asterisk should be entered at the time of the schedule creation.  The ID, Start and Finish data is calculated automatically.  % and E/Fin are updated as part of the weekly project meetings.  After the schedule is created the columns titled Resource Names, Work, G/NG, and Cust? can be hid from view.

Using the Gantt view of MS Project allows for a visual look at the relationship of all the tasks through the use of bars that represent the time from start to finish of each task.  Each task is portrayed differently based on certain characteristics.  Following is an explanation of the bar styles of our projects:
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                                 This is a critical task.  If this task is not completed on time the end date of the schedule will slip on a day for day basis equal to the slip of this task.  The critical path of the project can be seen by following the linkage of these critical tasks from project start date to project end date.  The only way to shorten a project is to reduce the duration of tasks along this critical path.


                                 This is a normal task.  It only means it is not on the critical path. 


                                 This is a task that will require involvement of the customer. Setting the Cust? flag to yes for either a critical or normal task will change it to solid red.

                                 This is a normal task that has slack time.  The amount of slack time is calculated by the program based on related successors and their durations This means that the task could be completed at the end of the blue bar drawn under the task without effecting the end date of the project.

                                 This is a summary bar, which may be used to group tasks.  The software allows for viewing only the summary bars of large projects.  The decision to use summary bars is made before entering each task, since all sub-tasks must be in sequence on the entry table.


        This is a milestone task.  It is used to highlight an important task such as a customer meeting or significant event that all viewers can easily identify visually on the project plan.


        This is Go/No Go task.  The completion of this task is required before the team has authorization to proceed to successor tasks. Setting the 

                                 The black bar in the middle of a normal or critical task shows the reported progress as of the last project review meeting.  The length of the bar is based on percent complete entered in the % column.  


        This is an estimated completion date for a task that is late or one with anticipated slippage of the completion date.

The use of these bar styles will provide consistency among all project schedules.  

WEEKLY TEAM MEETINGS

A weekly project team meeting is required for all major projects.  It is best if the meeting can always be on the same day and time of each week.  All team members must attend.  Those members who are traveling must make arrangements to join in via teleconference.  As needed, other company staff will be invited when their input is needed for a critical discussion or decision.  The desired outcome of the meeting is a review of the project status and initiation of corrective action needed to keep the project on schedule.  The meeting process is as follows:

1. Any assignments due from the last meeting are reviewed.

2. The project plan update from the previous meeting is reviewed line by line for all items due by the date of the current meeting or within the next week.

3. The schedule is updated with the percent complete and/or an estimated finish date if it will be later than originally planned.

4. Any item on the critical path that is late must be discussed in detail.  If the team cannot identify corrective action to get the task done on time, other tasks on the critical path must be reviewed for possible expediting.  If the end date of the schedule will slip the Sponsor must be notified immediately.  If possible the Sponsor will join the meeting to help resolve the potential delay.  If the Sponsor is unavailable the Leader will schedule an ad-hoc meeting as soon as possible.

5. Any new assignments created as a result of the meeting are listed on a flip chart and reviewed by the team.  The due date and person responsible are identified.

6. The next meeting date and location is confirmed.  Anyone traveling or on vacation must discuss the impact on the meeting.  It is acceptable for someone on vacation to send an alternate provided the alternate has the authority to make decisions and commitments on behalf of the member.

The review meeting should be scheduled such that the Leader will have time by the end of the day to update the project schedule and send an e-mail of the minutes.  An example of crisp meeting minutes is as follows:

To: All team members

CC: Sponsor, Members Bosses, Other interested parties

Subject: Meeting minutes of the Toy World project team

Date of meeting: March 10, 1999

Members present: John Smith, Sue Jones, Tom Smith*, Jack Adams; *= Telecon

Members absent: Joe Johnson

Please find attached a copy of the updated project schedule.  Assignments not completed from last weeks meeting and still critical are:

1. Provide market research data to the team (John Smith, due 3/7/99)

2. Create data base of key accounts (Joe Johnson, due 3/10/99

New assignments:

1. Identify alternate vendor for video compression (Tom Smith, due 3/17/99)

All critical tasks are on schedule.  The next meeting will be March 17, 1999, 1:00 p.m., conf. room.  (Telecon 800-234-5678 #364)
The minutes do not require a narrative.  It is expected that team members will complete tasks as planned.  The minutes should be used to record attendance and provide specific action items that are not part of a planned task, but arise from normal project activity.  It also provides a reminder for the team members and gives the member’s boss and the sponsor a summary of progress.  An attached project chart “Project Train1.mpp” is representative of one published after a weekly project team meeting.  The heavy vertical dashed line shows the current date at the time of the update.  While items 4, 5 and 6 were not due, they were behind schedule based on the estimation of the team.  It was projected that item 5 would finish on time but that 4 and 6 would be late.  Based on this information, item 7 was also going to be late.  However, the team felt they could do enough work on item 8 ahead of these others so that it would not have to be rescheduled.  In this case the minutes might reflect any special assignment or work effort needed to keep on schedule.

The attached project chart “Project Train2.mpp” shows the status two weeks after the previous update.  While items 5 and 6 are still not completed, it is expected they will at the close of business that same day. By addressing schedule misses and resource conflicts on a weekly basis, the team can get an early warning of any major threats to successful completion of the project.

BI-WEEKLY PROJECT REVIEWS

Every two weeks the Management Team reviews all the major projects.  The desired outcome from this review is confirmation of status, resolution of resource conflicts, assessment of current risks and initiation of corrective action if needed.  All of the project team leaders and sponsors are required to attend this review.  Each project leader is allowed five minutes to present an overview on the Progress, Problems and Plans (3P’s).  Using the example from the previous section the 3P report would look as follows:

2/19/99

PRN Project Review “Toy World”

Leader: John Smith; Sponsor: Mary Baker

Members: Sue Jones, Tom Smith, Jack Adams, Joe Johnson

Objective: Install 25 pilot systems by August 1, 1999

PROGRESS

· Marketing Requirements Document is complete and distributed.

· Partial completions on the Sales Pitch/Materials, Project Summary and Functional Specification.

PROBLEMS

· Support from outside marketing firm has caused Sales Pitch/Materials to be late.

· Tom Smith’s temporary assignment to the Vegas project caused him to be late with the Functional Specification.

· Overtime will be needed to get back on schedule.

PLANS

· Mark in the Graphics Department will do some of the Sales Pitch/Materials in house.  This might delay his work on the “Automotive” project.

· An outside consultant has been hired to assist completing the Project Plan.

It will be normal for issues to surface that need additional investigation and discussion.  These issues may even require input from employees not in attendance as well as outside suppliers or customers.  These issues must be recorded and assigned to an individual for follow-up outside the meeting.  This allows for a crisp review of all the projects, without getting into details in the meeting.

Once all the projects have been reviewed, the leaders are excused from the meeting.  The Senior Management Team has a brief discussion to review any potential risks identified, significant resource conflicts and organizational management issues.  Specific action items are identified and assigned for follow-up at the next Project Review Meeting.
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