Project Management

_________________________

Week 2
Personal Project Management
Your Life is a Project

The focus of this section is very different from our previous sections.  There are many ways to learn about project management.  Throughout this course, we will read about best practices, applying our understandings to projects, and discussing what we have learned.  Another approach is to, as Nike says, “just do it.”  By doing it and applying a few basic concepts we are avoiding the burden of learning terms and concepts and, essentially, learning those concepts from our practice and building the broad knowledge of project management as we go.  Either of the two routes eventually gets you to the same place. 

While our material up until this point was in the first camp, this section is definitely in the second.  It will be hands-on workshop.  We will be ‘doing it’.  Our starting point is taking some aspect of your life that has a definite goal, identifying the work that is required to reach the goal and laying that out in a simple project plan.  The hope is that by simply constructing a plan, you will find yourself dealing with, and developing an understanding of, many of the issues in project management. 

Welcome to the Workshop

This section is really less “content” driven and more of an interactive workshop.  Some of the goals for the workshop include the following: 

· Develop baseline MS Excel skills to use as a “database’ for project activities. 

· Develop an understanding of Major Activities, Tasks and Timelines. 

· Develop an appreciation for “organizing the work.” 

· Create a usable 15 week plan. 

Workshop Procedure
The overall flow of the workshop includes the following. 

· Basic Excel Skills.
· Getting “What You Know” on Paper. 

· Breaking Down the Work into Tasks, Sequence and Time Required. 

· Completing the Plan. 

By the end of the workshop you should have a more clearly defined conceptual model of how a project is defined, what its components are and how you would manage it.  Not bad for one week’s work! 

You and the Next 15 Weeks
The project that we are going to use will be the one aspect of life that all of us have in common…getting through a school semester or the next 15 weeks in life (even though this course is only 7 weeks in length or your other life pursuits).  Everybody in this class has at least one course (this one) and many have significantly more than that.  Everyone has many others things going on in their life, like work, family, friends, activities, fun stuff, etc.  It’s important that, at least for our first project, we do something in which we all share common experiences.  So, that said, let’s look at your academic workload for this semester and/or the next 15-weeks in your life.  If that directive seems a bit broad, you’re right, so let’s narrow it down a bit.  Here are three questions that you can begin to address by making some notes to yourself immediately: 

1. What are your big goals for each of your courses or other things that you want to accomplish personally in the next 15 weeks? 

2. What are the deliverables (things needing to be accomplished) to achieve them? 

3. How will you know you’ve achieved them? 

Collecting the Data

If you are feeling a little like you’ve just been put out to sea without a paddle don’t despair.  It’s frequently the first task of a project manager (that’s you!) to begin with some broad direction (a.k.a. ambiguous problem) and to make things more clear by defining the problem and putting some information around the problem to better understand it.  So, given that, here are some helpful next steps: 

· Collect all course syllabi for courses you are taking this school semester. 

· Collect any and all information about all of the other things you want to accomplish at work or in your personal life. 

· Identify all other commitments you have for the next 15 weeks such as work, family, home, sports, outside activities and leisure. (Those things you will do for the next 15 weeks, even if this course is only 7 weeks long.) 

Listing Activities & Tasks

In later sections, we will talk about a Work Breakdown Structure which, in its simplest form, is a project management term for making a big list of what needs to be done.  You need to do that before you go any further. 

· For each course, list the major activities for which you will be responsible (tests, papers, projects, presentations etc.) on a single sheet of paper leaving space between each activity. 

· For each outside activity, such as your job, whether it is full or part time, list the major activities and things that are due. This could include any personal activity.
· For each activity, to its right and using “branches,” show the major smaller tasks needing to be done in order to accomplish each major activity.


Adding Time to the List 

Remember that we are just “roughing in” your plan, so don’t be concerned if it’s not perfect yet.  This is the work of project management – the living and learning about real time.  It’s all about starting with nothing except some blank paper (or whiteboards) and working forward from there. 

Now that you have some tasks, let’s begin to identify how much time you are planning on allocating to each one. Here, then are a few more steps to follow: 

· Next to each smaller task, list the approximate amount of time needed to accomplish each one. 

· Add a single “catch-all” called “misc.” that will capture all of the very basic reading and studying required for each class that will need to be done weekly. 

· If tasks are out of order, simply put a number next to them indicating the preferred order or scratch them out and move them around. 

At this point, you’ve done the lion’s share of the work in a project plan by identifying the work and how much time it will take.  Congratulations!  Next, we’ll put some order to the data that you have built on paper by using the MS Excel software. 

Building a Template (in MS Excel)

I am assuming that you have some basic Excel skills and are able to open the program and begin a worksheet.  If this is new to you that’s fine too.  My only word of caution is this; everybody should immediately save your file under a usable name such as “15 Week Plan” in a place where you have control of the file, such as a flash drive, your own computer or a zip disc.  While you can’t hurt the program, you can lose some serious time if you lose your file!  Now on to your plan.  In Excel, do the following: 

· Expand column B to a width capable of having several words in 10 point font.  If in doubt, just type in some text and change the column width to something appropriate. 

· Allow Text to Wrap by highlighting column B and choosing (at the top): format, Cells, Alignment and clicking on the “wrap text” box in the lower left. 

· Input your “data” for each class, using all Capitals for the Major Activities and normal capitalization for all smaller tasks. 

Adding Time (In MS Excel)

Now the fun begins by adding your estimated times into your worksheet.  The steps are listed below:

· Add work hours for each task in column C by adding in the amount of time, in hours, that will be required for each of the smaller tasks. 

· Lay out the weeks by placing the numbers 1-15 at the top of each of the next 15 columns beginning with column D and continuing across the worksheet.  These represent each of the weeks to the semester or your life. 

At this point, you have replicated the list you had on paper.  The one big difference, of course, is that now you can easily make changes, add or delete tasks, modify the times, etc. and, as you do that, be refining your “project plan” as you go.

Building Your Weekly Time Commitments

How frequently have you made a list of things to get done on the weekend and only found out later that it was unrealistic?  What if that was your job and you were being evaluated on your ability to get everything done on the list?  There are two choices: (1) expand the weekend, which isn’t an option, or (2) modify the list.  In any project plan, like your weekend list, there is a natural tendency to overestimate the amount of work that can get done.  The next set of steps is to help you guard against that by not only having the time required (what you did above) but placing those time commitments into specific time periods.  Rather than weekends, we will use specific weeks.  Here are the next steps: 

· Distribute the time required into the week(s) in which it is required.  For example if a project requires that four hours of research be done in each of the two weeks before it is due, then put the hours required in the appropriate weeks. 

· Be sure to put in the “weekly” hours required for each recurring commitment such as work, family, sleep, etc. 

· At the bottom of each of the 15 columns, create a "sum" formula, using the "sum" function.

· Go to the bottom of column D (your first week) and type in = sum (and then highlight the entire column you want to add. When it is highlighted, the two end points will show up after the first parentheses at which point you should type in the right hand parentheses). 

· The formula should add up all of your school and work commitments for the week. 

· Now copy that formula across to the other 14 weeks. (Edit/copy then highlight the other 14 weeks than paste) 

· Add lines, bold the titles, add a title at the top and do a printout. 

· Review your plan for your monster weeks and make some adjustments! 

No two weeks in total in your plan should be identical as far as time goes.  While some tasks might be the same, other tasks will require a different amount of time to accomplish them.  Thus, I would expect that each week's total will be different.
15 - Week Workload Example
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Your finished project should look something like this.  For an enlarged example in PDF format, click on the “15-Week Workload Example” file in this folder. 

Workshop Reflection: What have we done? 

Wow, that should have been enlightening!  Let’s step back and think about what you have done from the framework of project management.  We really did, in a small scale, some work that has many of the components of Project Management embedded in it.  For example, we: 

· Assumed Project Status: that we want to plan our semester as a project in order to manage it! 

· Identified the major deliverables (assignments). 

· Created Tasks by breaking down the work. 

· Organized the work by sequence and time. 

· Created a schedule. 

· Built a management tool with which you could control your semester work (or next 15 weeks) by making decisions about where to spend your time (resource allocation), what to reschedule (change management), where to focus on quality or how many hours to be employed (resource planning). 

Managing This School Semester or the Next 15 Weeks
Hopefully, you were you able to identify possible conflicts, difficulties and changes required in each of the following:

· Where you will spend your time (resource allocation). 

· What to reschedule (change management). 

· How you will manage the quality of your academic/personal work. 

· How you will handle your employment schedule and financial planning.
Congratulations you just created your first project plan!  That wasn’t so tough now, was it? 

Applying Covey’s 7 Habits to Your Project Plan 

No sooner than you have a “plan” developed, it is time to rethink it!  As we will explore throughout the course, there is a softer side to Project Management that you can apply right away.  Based on the article on Applying Covey’s Seven Habits to a Project Management Career (Extra Credit Supplementary Reading), let’s interpret the article and see how it might apply to this project:

· Being Proactive:  Examine your plan for what you can actually control. 

· End in Mind:  Decide now what will you get from each course and make accommodations in how you will allocate time before the squeeze begins. 

· 1st Things 1st:  Think through now where putting “Order/Managed Time” is appropriate vs. random time requirements and be sure you’ve allowed for both types of time needs! 

· Win-Win:  If you find situations that seem to create a paradox, think them through now to determine how you can possibly reach two goals that seem at odds. 

· Understand then Understood:  If you have a group or team project, get it well understood, AND THEN think about how to communicate to facilitate teamwork? 

· Synergies:  If a group effort is required, look for opportunities to make teamwork create synergies that actually reduce everybody’s workload. 

· Sharpen the Saw:  In some ways, this is what you’ve done.  By taking time to plan, you’ve taken the steps to be more efficient and effective!  
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