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FNC Roundtable
Topic 4:  Managing a Project
The materials for this discussion
· Project Management, http://en.wikipedia.org/wiki/Project_management 
· Painless Software Schedules, Joel Spolsky, www.joelonsoftware.com
· Project Management: The View from 30,000 Feet, Harvard Business Review
· Groups that Work, Gerard Blair, http://www.see.ed.ac.uk/~gerard/Management/art0.html 
· Planning a Project, Gerard Blair, http://www.see.ed.ac.uk/~gerard/Management/art8.html 
Is Managing a Project Hard or What?
Let’s list all of our questions.
· What would you like to find out?

· What problem do you have right now?

What IS a project?
Is it different from a process?
My Mantras
Focus

Energy

Clarity
Scope, Cost and Time (Traditional 3 “Units” of Projects)
Scope

· What is the project?

· Can we agree and define the scope?

· Can we describe the details?

· Can we control the scope? 

· If not, why not? 

· What can we do about that? 

· Who gets to decide what the scope is and who has to agree?
· How do we change the scope?

· Do we like the way we do it?

· How would you change it if you could?

· What are the competing interests in the development and management of the scope of a project?
· Internal as well as external?

· How much will the “non-participants” help or hurt the cause?

· ALIGNING EXPECTATIONS
· Is managing the scope the same as managing expectations?

· FNC CONSENSUS

· Is there a process on the FNC side to assure consensus, so that we are not always negotiating with ourselves?

Time
· How much time do we have?
· Who decides?

· How do we estimate time?

· Do we actually estimate time?

· Do we pay attention to our estimates?

· When we estimate time, do we take into account that some people’s time is more valuable to the project than others?

· Expertise

· Past experience

· Do we allow ourselves enough time?

· If not, why not?

· Do we negotiate this away?

· How do we monitor and track time?
· If we are “spending too much time” what do we do about that?

· Does it affect our behavior?

· Does tracking time help us?  What should we be doing differently?

Cost 

· How well do we estimate cost?
· Do we track cost?
· Do we care about cost?
· Are people part of cost or should they have a separate category?

· One person’s hour is not the same as another person’s hour

Monitoring and Managing
(What does RAID tell us?)

· How do we know how we are doing?

· How do we assess our progress?

· What tracking means do we have?

· Do we constantly assess our progress and adjust?

· Lessons learned?

Where does Risk fit in?
· Execution risk.
· “White space” risk (don’t think of everything)

· “Integration” risk (all of the pieces won’t fit or won’t work together or won’t be accepted)

What projects do we decide to work on?

· Who gets to decide whether a project gets started or not?
· How is it decided?
· Can anyone add another project into the middle of everything else we are doing?
· Who decides which projects get “expedited”?
· Is there a process or just a shoving match?
· How should we do this?
· What do “expedited” projects do to the tempo of other projects?
Do we have a standard template for Project Management?
· CMS implementation
· Do we follow the same template for all CMS implementations?

· Is it documented?

· Does it have supporting documents and materials for both FNC and FNC clients?

· Is this something that we should be working on?

· Analytics

· Do we follow the same template for all analytics projects?

· Is it documented?

· Does it have supporting documents and materials for both FNC and FNC clients?

· Is this something that we should be working on?

· Data

· Do we follow the same template for all data projects?

· Is it documented?

· Does it have supporting documents and materials for both FNC and FNC clients?

· Is this something that we should be working on?

List of Questions and Exercises
Exercise #1

What is the project plan for baking a cake?
Questions
1. How do we know if a project is stalled?

· Why is it stalled?

· Are we waiting for something?

· If we are waiting for something, what is everyone doing in the mean time?

· What do we if we find a project is stalled?
2. What should the project manager do about delays?
3. When Joel Spolsky says that software development project is like stacking wooden blocks into a box, what point is he making?

4. One FNC’er has said that an essential element of project management is trust.

· What does he mean?

· How does it help?

· How do we get some of that “trust”?

5. I am not a “project manager”, what role do I have in the success of the project?

· Is everyone on the team a “project manager”?

6. Isn’t the development of a project plan a good place to use our new negotiating skills?

7. How do we apply our new “evaluating people” skills in assembling our team?

8. How should project teams be chosen?

· Should the same team stay together from project to project?

· Is it possible?

Here’s the brief background: Hunter was helping run Google Video and, since the Google acquisition of YouTube, he has been working with the YouTube folks. The point he makes has to do with collaboration, creativity, and trust — issues that strike at the heart of the work that a great many of us do, whether we work in business, academia, journalism, etc. Here’s what Hunter writes about the YouTube operation:

Personally it’s been interesting to get to know Steve [Chen] and Chad [Hurley]. … But the YouTube story doesn’t end at Chad and Steve. In fact, one of the underreported factors in their success is the product, design and engineering team they assembled. Almost all of the original team worked together at Paypal/eBay. As YouTube grew incredibly quickly they were able to sound the bell and keep bringing on more former colleagues. All folks who were vetted, trusted by one another, etc. Imagine the time, hiring risk and integration friction they saved — the ability to “get the band back together” was without a doubt a reason that YouTube scaled.

I think this is a really powerful insight. Most of us will never build something as monstrously successful or dynamic as YouTube. But we do all have to make decisions about the people we choose to work with, live with, play with, etc. While there is plenty of value in seeking out new partners, there is also much to be said for the devil you know — especially when, as in the case of YouTube, the devils happen to be fiendishly clever and hard-working as well. I guess this is why, among other reasons, Spielberg and Lucas are coming back for a fourth Indiana Jones film. It almost (but not quite) makes me want to put my old band back together … 
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