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Session Overview

What is  Project Management? A Whirlwind Intro

Initia ting Projects  – Propos als  & Charters

Skills  and Tools  to Plan and Manage Projects
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What is Project Management?
A Whirlwind Intro
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What is a Project?

• Time-limited
• Unique goal or result
• Group effort
• Specified support
• Cross-functional

Presenter
Presentation Notes
The first question we should ask is “What is a project?”. It is a time-limited effort to accomplish a unique goal, service, result; typically accomplished as a group effort with specified supports. Project teams are often cross-functional beyond the typical work interactions. 






Components of Project Management

• Is the public face of 
the project and 
initiates it 

• Outlines the why, 
what and broadly 
how, who, when

• Initiates consideration of a 
project

• Seeks administrative support 
• Explores the why and what

• Establishes all activities and 
steps of the project, 
responsibilities, timelines, 
etc. 

• Details how, when and by 
whom 

Project 
Proposal

Project 
Charter

Project 
Plan



Approaches to Project Management
Linear Iterative

● has a low risk of shifting 
priorities​

● has a clear and consistent end 
goal​

● will not solicit input during 
project implementation

● has stakeholders with 
competing priorities​

● has “moving targets”​
● solicits input throughout project 

implementation​

Presenter
Presentation Notes
Two popular approaches to project management utilized by organizations worldwide today are “waterfall” and “agile”. The waterfall approach is a more traditional form of project management. This is a tried and true method that can be applied to any project with some level of success, which usually makes it the easiest method to learn and remember if you have no prior project experience. “We will be referring to this as “the linear approach”.​

Agile project management is extremely popular because it is flexible and dynamic.. Agile project management takes a project of any size and breaks it down into manageable pieces. We will be referring to this as ”the iterative approach”.​
​
The linear approach to project management is not unlike the iterative approach in the sense that they have similar stages. ​
​
You start the process by understanding the need for and requirements of a project or “see” what needs to be done. Then you make a plan that will bring you from your current state and deliver you to your desired outcomes. ​
​
Once you have a plan in place, it’s time to follow it and “do” everything that needs to be done in order to achieve the end goal. Now it is time to test whether you solved the problem you set out to. Did your solution work? Did the project accomplish what it needed to? If the answer is no, then the test phase is incomplete and the solution needs to be tweaked.​
​
If the answer is yes, then you can start working on a plan to maintain the outcomes of the project.

The iterative approach to project management has two major differences from the linear approach. The first difference is that the iterative approach includes a step for prioritizing goals, the “think” phase. The second is that testing occurs as part of every phase in the project. Throughout the project’s lifecycle, you are constantly seeking input from your stakeholders in order to check your understanding as you go and ensure that your project is addressing the issue(s) that need to be addressed. This is especially pertinent in situations where the issues cannot be clearly laid out at the start of the project.​
​
You start by assessing the need for the project or “see” what the problems are and understand the context.​
​
Next you measure the need against stakeholders’ priorities and “think” of a project goal that aligns with both.​
​
Then you develop a strategy for achieving that goal or “plan”.​
​
Then you implement the plan or “do”.​
​
And finally, once the project is complete you evaluate whether the project met the goal and filled the initial need. This is also the point at which you evaluate whether there are other emerging issues related to the project or its outcomes. 




Different Projects = Different Approaches & Tools

● Each project is different​
● Certain project 

management tools make 
sense for certain projects​

● There is no such thing as 
a “one size fits all” project 
management tool 

Presenter
Presentation Notes
Now that we have covered some of the basic approaches to managing a project, let’s talk a bit about why using project management tools correctly is the first step in getting your project team on the road to success. So what is a project management tool? Let’s think about this in the context of your library. A project management tool is anything that helps you manage the people, resources, or information required for a project’s success. Can anyone name some examples of project management tools that you use everyday?​
​
So, one take-away from today’s session is that every project is different and I cannot stress this enough. In the lifespan of your careers, it is likely that you will work on dozens of different projects no matter what your job is. Each project will require a different project management strategy that will employ different project management tools. 




Initiating Projects 
Developing Propos als  & Charters
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Presentation Notes
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Project Proposal

● Initia tes  cons ideration of a  potentia l project
● Seeks  adminis tra tive support for the project
● Explores  why a  project should be undertaken
● Serves  as  the elevator pitch

Always articulate strategic alignment in pitching a project!



Writing a Project Proposal

This needs to include...​
● an overview - What is the project?​
● context - Why is this project being proposed?​
● stakeholders - Who does the project affect?​
● timeline - When will the project take place?​
● resourcing - How will the project get done?

Presenter
Presentation Notes

In answering why, outline:
Project Context and Background
Need(s) or Benefit(s)
Goals and Objectives
Timeline
Key Players
Sustainability Plan


The number of stakeholders to keep in mind can become overwhelming, particularly in larger projects. It is important to prioritize stakeholder groups and focus on the most important at each phase of the project. 




Project Proposal Hints & Tips

Getting to yes:
● Facts, not opinions
● Learn from successes & failure
● Consultation with key stakeholders

If it’s not accepted:
● Timing – it’s everything!
● Edit and try again

Presenter
Presentation Notes
Ensure that you are using facts and data, and not opinions, to support the need for the project. If there are similar projects that have been successful, use them to construct potential outcomes. If there are similar projects that have not been successful, articulate how your project will be different. Ensure that you proposal puts your best foot forward, and is not laying blame for the issue, but seeking a solution.

Timing can be everything. Sometimes you have to try again; consider what factors have changed. 

Take feedback as an opportunity to improve your 



Project Proposal Hints & Tips

Resourcing​
● Include: 

○ time, 
○ money, 
○ people, and 
○ upskilling

● Review project documentation for other projects similar to 
yours​

Presenter
Presentation Notes
Budget​
Accurately estimating the amount and cost of resources like budget and staffing is next to impossible, which makes it appealing for project leads or project managers to overestimate their budget.​
​
If similar projects have been done before, review any existing project documentation to see what their initial estimates looked like and compare them to the final outcomes. This will help you decide on a more accurate budget, and give you a better sense of the staffing required for such a project.​
​
If a project like yours has never been done in your organization before, there is a high chance that your estimates of budget and staffing will be optimistic and therefore inaccurate. In such a case it makes sense to pad the budget a little.​
​




Developing a Project Charter

The Proposal is basis for the Charter

● Why: Background, Context & Strategic Alignment​
● What: Scope & Deliverables​
● Who & How: Resources​
● When: Timeline

Presenter
Presentation Notes
Context- it needs to establish how the problem has existed and what factors will impact project success in order to layout the groundwork for how the project aims to improve the issue at hand.​
​
Highlight- why now?​
​
Since projects always have stakeholders and a target audience, the charter should lay out primary stakeholders, secondary stakeholders, both internal to the unit and external. It should identify the audience that the project targets and how they will benefit from the successful outcome of the project.​
Every project that requires a proposal to be submitted and approved will need a project charter. Depending on the project, the charter will vary in size and specificity.​
​
The project charter becomes the public face of the project plan, project budget, project roles, etc. It is the cornerstone of the project as it defines scope, stakeholders, timelines, etc.  ​
​
The background contextualizes the environment and realities surrounding the project. It needs to indicate why it is being initiated; what opportunity or benefit is the project hoping to accomplish. In many ways, it needs to establish how the problem has existed to layout the groundwork for how the project aims to rectify or improve the issue at hand. 

The project goals provide the overall context for what the project is trying to achieve. As goals are high-level statements, aspirational in many ways, they should not be measurable. Objectives describe more specific, tangible aim of the deliverables that the project will deliver. Ideally, objectives should be S.M.A.R.T. The project goals and related objectives will be used to assess in some ways the project’s accomplishment. �http://en.wikipedia.org/wiki/SMART_criteria 

Since projects always have stakeholders and a target audience, the charter should lay out primary stakeholders, secondary stakeholders, both internal to the unit and external. It should identify the audience that the project targets – who will be the primary beneficiary from the successful outcome of the project? 





Background & Context

● Why are we doing this project?​
● Why is it important?​
● What are we trying to solve by doing this?​
● Which stakeholders support this project and why?​
● Do any stakeholders oppose this project and why?
● Spell out any assumptions​

Presenter
Presentation Notes
The primary audience for your project charter is your stakeholders, so it is important to thoroughly explain why the project is being pursued. This is the context portion of the project charter.​
​
Context is extremely important for anything, including projects. Before you reach the “do” phase of the project, make sure your plan addresses all of these questions and make sure that you have a strong understanding of the problem(s) or issue(s) that led to needing this project. It is especially important to understand your stakeholders’ perspective of the problem and the project. ​

Since projects always have stakeholders and a target audience, the charter should lay out primary stakeholders, secondary stakeholders, both internal to the unit and external. It should identify the audience that the project targets and how they will benefit from the successful outcome of the project.​



Scope

● Explains what the project is​
● Outlines what the project will do​

AND...

● Prevents scope creep...



Scope Creep

The tendency for 
a project to 
change and grow 
into an 
uncontrollable 
monster



Deliverables

● Explains what the project will create​
○ Tangible outcomes, such as a communication plan​

● Organize in the order the work will begin

Include milestones:
● Use a range if you are unsure of the duration​
● Consider time for task as well as timeline
● Break up large projects into phases 

Presenter
Presentation Notes
The deliverables section outlines what tangible “product” will lead to the desired project outcome. In a charter, the high level deliverables and some definition of the steps/activities associated with the deliverables should be outlined. It is best to organize the deliverables in the order in which work will begin. Note that often the work will overlap.​
​
The deliverables section can include the development of a communications plan as part of the project. Adding that a communication plan is required, and some high-level actions, highlights quickly to stakeholders the commitment to engaging with them. I would recommend a communication plan for projects that impact user experience. For instance, with the renovation project at uwaterloo, a communication plan is important since closures and noise disruptions are common during the construction phase of the project. You need a plan to communicate to users. As part of our communication plan, we created a list of alternate study spaces on campus, which we offered students throughout the construction phase.​
​




Project Team & Roles

● Project team members
● Roles  and accountabilities
● Time commitment expecta tions

Roles  include:
● Sponsor
● Lead /  co-Lead
● Members
● Advisors

Presenter
Presentation Notes
Team size depends on project size
Ideal: 6-8 people
When selecting members:
Skills needed
Knowledge needed
Representation needed
Availability of team members
The smaller the team, the faster the project will be done, but the quality may be not be better and you may not have created the buy-in necessary. The bigger the team, the slower the project will go, and after a certain size, the project quality will begin to decrease. Ideally, the team should be between 6 to 8 people strong. 

When thinking of selecting team members, consider the:
Skills needed
Knowledge needed
Representation needed
Availability of team member – workload and time-away
The ideal team provides all skills and the knowledge base needed while providing a good cross-functional representation.
“100 rules for NASA Project Managers”, 1998






Skills and Tools to Plan and 
Manage Projects

Presenter
Presentation Notes
Pree Section�- talk gantt charts, project plans, shared repository/workspace



Creating a Project Plan

● Outlines steps needed to accomplish each project goal​
● Assigns responsible party to each step​
● Includes timeframe for each step​
● Charts dependencies and overlaps 

Presenter
Presentation Notes
Project plans are part of the project management process. The term specifically relates to the use of charts to plan, and eventually to report on the progress of the project. Once the project scope/aim is defined, then the appropriate methods and needed steps for completing the project are determined. In a nutshell, a project plan is an outline of how a project will be completed.​
​
You can use excel to create them. There is no one correct way to do it.​

In writing a project plan, you should consider and ensure you have a strong understanding of:
the project’s scope and aim 
What is the problem or goal being answered by the project? How targeted will the project be? 
the steps needed, 
What is the work that will be performed on the project? 
the people accountable for each step, 
Who will be involved and what will their responsibility be?
the people/units that will need be consulted, 
Who will the project impact? Who will have insight or skills needed for the project that are not part of the project team?
the time estimate needed to do each step, 
How much time will each step take in isolation (i.e. if someone could be dedicated full time)?
a reasonable timeline to complete the step, 
How much time will each step take in view of the other priorities that the person accountable has? When will major steps be completed?
any dependencies, and
Are there steps that must be completed before another can be started or finished? How critical is dependency? 
the approvals/resources needed. 
What approvals, time resources, financial resources, etc. will be needed to have the steps (and the project) proceed?




Project Plan – Simple Gantt Chart
January February March April May Beyon

d
Establish desired resources

Establish license allowances

Identify pay-per-view 
access
Identify OA resources

Review ezProxy config

Establish feasibility of 
restriction
Review possible restriction 
methods



Assemble the Team!

Presenter
Presentation Notes
assemble your project team and get to work.​
​
My favourite part of project work is the lovely people I get to work with. Do we always agree? No, but we constantly challenge one another and the project and the decisions that come out of the project benefit from that critical thought.​
​
Having a team of people with diverse skills and perspectives will benefit the project overall.​
​
So what factors should be considered when developing your project team? (click)​
​
As many of you know from experience, a diverse project team often means that members have differing work styles and with differing work styles and skillsets comes another layer to project management- managing human resources effectively to get the project done. We are going to talk a bit about this in the coming slides, but first I want to tell you a story.​




Norming & Collective Engagement
http://frankie.bz/#5-rules-for-a-flourishing-creative-teamwork

Presenter
Presentation Notes
PRACTICE
It is a good idea in project teams to establish common understanding of how the group functions and expectations around communications. This image represent the rules one design team established. In many ways, if we extrapolate from these, they are the common understanding we like to bring to projects all the while remembering the basic principles of the waterloo workplace. 

Language - Everyone can express thoughts, opinions and present in a constructive manner. If someone has problems understanding, everyone helps to avoid misunderstandings.
Feedback - We follow the feedback-rules for positive and negative feedback.
Information - We inform ALL members of the project team about changes, improvements, new ideas, conclusion and everything else concerning the project
Competence - We respect the fields of competence of the co-workers and believe that they are willing to do their best for the project. The team discusses their proposed solutions and bring new input.
Reaction - We react promptly upon requests by confirming that we have received it. We also give a statement on how we are going to proceed.



http://frankie.bz/#5-rules-for-a-flourishing-creative-teamwork


Leading the Team
• Lead as well as manage
• Acknowledge success 
• Respect & appreciate
• Be a straight shooter
• Open relationships with mutual respect
• Ask questions

• Assume as a last resort
• Think in terms of big picture & details
• Focus on solutions

Presenter
Presentation Notes
PRACTICE
In preparing to lead, consider:
Lead as well manage
Make sure you pay attention to the people involved and impacted by the project as well as to the deliverables and workflows. 
Lead the development of a shared vision, creating excitement and buy-in within the team
Acknowledge successes – whether personal or team wide
Be specific and be prompt
If possible, be public about the acknowledgement 
Respect and appreciate all team members
Focus on  strengths rather than weaknesses; everyone has something to offer to the process and end goal
Be a straight shooter
Tell people what you want and need them to know, what you expect them to do, and what your commitments are. Don’t leave these details up to their imaginations – this creates confusion 
Focus on building open relationships with mutual respect
Making people feel comfortable to encourage brainstorming, creative thinking, and the willingness to try new ideas by focusing on common goals
Ask why
Try to understand why a request is made or an action happened, whether it seems explicit or not. Understanding why allows for appropriate responses 
Assume as a last resort
Find out facts and weigh context before making conclusions
Think in terms of the big picture and of details
Connecting details and the big picture ensures that details are building the big picture. And if you don’t think through the nitty-gritty, who will?
Focus on solutions, not the obstacles
Look at all problems as challenges to be more creative, flexible and persistent in find a solution





Managing Projects  – Communications  

• Project manager = Communicator
• Tailor to target audience(s)

• Medium
• Format
• Delivery

• Sponsor(s) can’t help if they don’t know

Presenter
Presentation Notes
PRACTICE
The greatest threat to a project is failure to communicate. Project leads should expect to spend a significant of their project time on communications, whether written or face-to-face. Communications are needed for the successful management of the team, for informing the stakeholders of project progress, gain input, and for addressing stakeholder concerns.

As with all communications, the message, delivery, format, and medium must be tailored to the target audience. For example, the level of detail needed by the project team will be much greater than for stakeholders. Further, the medium and format will be more important with stakeholders and beyond to ensure effective communications than with project team members who have many face-to-face interactions.

It is important that you understand how each audience wants to be communicated in order to ensure that communications are effective. Think of the times when all staff emails went out, yet you yourself don’t remember having been informed – it got lost in the inbox. 

Last, but not least, it is important to have open, timely communications with the sponsor. The sponsor’s role is to assist when obstacles appear, to ensure appropriate resourcing, and provide overall strategic support. Unless the project sponsor has knowledge of project progress, he/she will be unable to provide the appropriate support.





Decision Logs

Include:​

• description of the decision​
• decision date​
• who helped make the decision

Presenter
Presentation Notes
Some project documentation is ongoing. Decision logs for instance are a great tool for continuously tracking and managing projects effectively. Generally, decision logs should include a description of the decision, the decision date, and who helped make the decision.​




Decision Log Example

Date Description Agreed by

10/07/2018 The call center will be 
refurbished during December

Customer Service 
Director

11/10/2018 All the software elements 
deployed as part of this project 
must be web-based

Project Board

Presenter
Presentation Notes
decision logs are historical records for the project. They do not tell you what to do, but they tell you what you have done, and more specifically what decisions have been made. 
​
Generally for decision logs, you will want to use microsoft excel unless you have access to project management software.​
​
Here is an example of what one might look like that I got off of a project management website called pmtips.​
​
As you can see, it is organized by decision date and has columns for decision description and decision makers. There is nothing wrong with ordering your decision logs by date only, especially for projects where relatively few decisions will be logged.​
​
For projects where you will have dozens upon dozens of decisions logged, I prefer to organize my decision logs by category and THEN by date. So for example all decision made about communications would fall into the communications section and the decisions within that category would be listed in either chronological or reverse chronological order.​
​
No matter what you do, ALWAYS order your decisions by date, it makes the decision log easier to reference when you need it.​




Knowing How to Wrangle Tasks 
that Make Up Projects

Presenter
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Work Time vs Duration

Work - time needed 
to do task (8 hours of 
work)

Duration - span of 
time needed for the 
task to be completed 
(8 days of 1 hour of 
work)

Presenter
Presentation Notes
When discussing task management it is important to have a realistic sense of how much time (and resources) a task will take.
Importance of setting realistic deadlines without having them be too long (procrastination problem)

Project Management for the Unofficial Project Manager : A FranklinCovey Title





PERT Method

Optimis tic time: 10 days

Mos t likely time: (bas ed on input, res earch, experience, etc): 17 days

Pes s imis tic time: 30 days

expected time = (optimistic + 4 x most likely + pessimistic)/ 6

N = (10 + 4x17 + 30) / 6

N = 18

Presenter
Presentation Notes
Determining task length



Ownership of Tasks

When deciding upon ownership of tasks, consider the following:​
● Who has the knowledge, skills, expertise, information, or 

experience to complete this task? ​
● Who needs to approve, commit to, or review the task before it 

is executed?​
● Who will provide the resources (such as facilities, equipment, 

materials, supplies, and special requirements) needed to 
complete the task?

Presenter
Presentation Notes
Despite our best efforts in mapping out project plans, it is impossible to premeditate every single task that goes into completing a project. For each goal listed in a project plan, there are multiple steps that go into accomplishing that goal, and for each step, there are multiple tasks.​
​
Assuming your project team meets regularly, you will notice a steady stream of action items that come out of any given meeting.​
​
It is important to note these down throughout the meeting. At the end of the meeting, you will want to run through the action items that came up and make sure that each one is assigned to someone. You want to assign ownership of tasks to members of your project team in order to ensure they get done.​
​
Consider the questions listed here for each action item before assigning tasks. Who on the team has the know-how to get this task done? Does someone need to give approval before this is done? What resources are needed to complete this task?​
​
The most important question is the first one, in the sense that you will assign the task to the person who is best suited to complete it successfully. However the other two are also important because that person cannot complete the task unless they have the approval and resources required to do so. If you are managing the project, it is your responsibility to ensure that approval and resourcing needs are taken care of. It may make sense to hold off on assigning a task until you have completed these steps.​




Task Logs

Include:​

● task description​
● person assigned​
● suggested completion date

Presenter
Presentation Notes
For Jesus?

As Pree mentioned, tracking is a big part of managing projects effectively. It’s not enough to assign responsibility to tasks and hope that the team member not only remembers to do it, but also does it in the prescribed timeline. ​
​
Task logs should include task description, person assigned, and suggested completion date




Jira for Project Management & Communication

https://confluence.atlassian.com/jirasoftwarecloud/what-is-a-board-764477964.html

Presenter
Presentation Notes
Scrum board: For teams that plan their work in sprints. Includes a backlog.
Kanban board: For teams that focus on managing and constraining their work-in-progress. Includes the option of a Kanban backlog.

flexible way of viewing, managing, and reporting on work in progress.


https://confluence.atlassian.com/jirasoftwarecloud/what-is-a-board-764477964.html


Jira for Project Management & Communication

https://confluence.atlassian.com/jirasoftwarecloud/what-is-a-board-764477964.html

Presenter
Presentation Notes
Scrum board: For teams that plan their work in sprints. Includes a backlog.
Kanban board: For teams that focus on managing and constraining their work-in-progress (limit what is in progress). Includes the option of a Kanban backlog.

flexible way of viewing, managing, and reporting on work in progress.

https://confluence.atlassian.com/jirasoftwarecloud/what-is-a-board-764477964.html


Embracing the Chaos (or My Methods)
Gmail “labels ” - Action Needed

Google keep - reminders , notes , 

Tas ks  (in gmail) - to do lis ts  (longer term, multi-s tep, iterative, on-going 
tas ks )

Calendar - blocking off time, prep holds , co-working meetings , deadlines

IRL To Dos  - daily tas k lis ts , “trans fer” anything not finis hed

Slack - team communication

Presenter
Presentation Notes
So how does this look like day to day?

Evernote (the secret weapon)
Butllet journaling




Embracing the Chaos (or My Methods)



Building Strategic Habits

Commit to doing s omething everyday (or on des ignated days  
each week) that will help you meet long-term project goals .

● res pond to X number of emails  per day
● s chedule 15 minutes  travel-time between every meeting
● update webs ite content a t 9:30 AM every M W F

Presenter
Presentation Notes
Looking at task management as a process rather than an event

Instead of:
Get inbox to 0
Stop being late to meetings
Have a current website



Gamifying Boring Tasks
“The Tale of Two Jars”

Presenter
Presentation Notes
When all else fails



Progress

Presenter
Presentation Notes
Visualizing progress

progress/chain charts



Victory!

Presenter
Presentation Notes
Visualizing progress

progress/chain charts



People + Process + Outcome = Success!

Presenter
Presentation Notes
Project management is process-driven, but communication amongst stakeholders and project team members is vital for project success: “it won’t matter how good your process is if you can’t engage a group of good people to complete it.”




Questions?

Slides  will be available a t 
s cholarworks @gvs u.edu
s oon

Annie Bélanger
annie.belanger@gvsu.edu

@annie_belanger

Jesus Espinoza 
ejesus@umich.edu

@hayzeus89

Preethi Gorecki
preethi.gorecki@gmail.com

@helloitspree
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