MANAGING MULTIPLE PROJECTS

STUDENT RECOMMENDED PROCESSES

1) Process for establishing project documentation storage

2) Process to minimize Status Report Overlap

3) Process to set up Testing and Development Facilities

4) Process to clarify/simplify project e-mail traffic

TEAM USA – Project Documentation Storage

Step #1: Identify one of the templates, protocols, behaviors or practices:
 

We’ve chosen Craig's Behavior #1 from his posting:
We are forever reviewing and re-reviewing the status of documentation on the LAN and the currency of the information. Invariably, we wind up with multiple versions of the same documents. 
Tommy’s reply to Craig was in regards to a document Management System:
 1)  Need a public location for all official documents to be store with read-only access. 
2)  A change process is needed to allow anyone to request changes to a review board that ultimately approves for publication. There will be challenges: a) instilling culture or discipline so that everyone looks to the public site for the correct documentation and doesn’t keep local personal copies. b) The Change Review Board has to be timely or people will loose confidence in the process. 
 

Step #2: Define the Solution Objective
· Ensure all documents readily accessible and contain timely and accurate information 

Step #3: Create a dummy version or step-by-step protocol:
 

ACME Employee Procedure for Documentation Usage
1. All employees are to use documentation found at www.CurrentDocuments.com  in completing their assignments.  

2. If an employee does make a copy of any documentation found at www.CurrentDocuments.com for their convenience to complete their work,  they are expected to ensure that any such copies are kept in sync with the latest versions found under www.CurrentDocuments.com as and until they complete their work. 

3. If an employees assignment requires an update to any documentation found under www.CurrentDocuments.com, he or she is expected to follow the ACME Document Change Request process outlined below to engage the appropriate parties and ensure the change is made before their assignment is completed. 

4. Any  employee who discovers any discrepancy , omission or error   in any documents  is expected to follow the ACME Document Change Request Process outlined below to engage the appropriate parties and ensure the correction is made timely.  

ACME Document Change Request Process
1. Documentation discrepancies, omissions or error found in any documents will be reported by completing the DCR form located at www.DCR-Form.com. 

2. The DCR Review Board will meet weekly to review all requested changes. 

3. Approved changes will be routed to Document Content Owners for analysis and document updates. 

4. Rejected changes will be routed to Submitter with explanation of decline. 

5. Document Content Owners will route revised documents to Webmaster for posting. 

6. Webmaster will notified Key Personnel that new documentation has been posted. 

Team North 
STATUS REPORT OVERLAP

CONCERN:  

Reporting status: Which seems simple enough until you find yourself reporting status 10 different ways because the various executives want the status reports at various levels of detail and in various different formats. If you are lucky, you get to do 1 detailed status and delegate someone else the task of reformatting to fit the various reporting systems.
Team Solution:


* Reporting Status... can you get Sr. management within the PMO to buy in on report standard and frequency for distribution. If so, introduce during project kick off where expectations are set. Within the report outs agree on standardizing project status; green, red or yellow.

* Group planning: identify and group similar requirements and assign one owner to them instead of several. Identify groups dependent on requirements, and track to make sure the hand off is clean.

Step by step process

Assuming management has agreed on criteria for project status
• milestones (met or missed), risk items, accomplishments, summary of project status (color), budget is updated weekly by project manager
• Verified with group
• Distributed to key stakeholders weekly
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TEAM GLOBAL
TESTING/DEVELOPMENT Environment Set-up

Team is concentrating on solving this redundant behavior:
Setting up development and testing facilities for our application
developments takes time and effort and ends up being fairly similar in
the end.
The current steps are:
1. Obtain hardware - PM/IT infrastructure 
2. Install base operating system - IT 
3. Install application pre-requisites - Developer 
4. Install application version - Tester 
5. Test using scripts - Tester 
6. Test interactively - Tester 
7. Go back to 4 with next version of application as new test versions are available 
8. Go back to 2 on occasion to make sure a clean install will also work
Team recommends the following to minimize redundancy:
Set up a virtual testing server capable of easily being set up to test
and capable of testing more than one application at a time.
We would source new hardware only once - improving on (1) above.  We
would set up clean virtual machine once.  We would clone that virtual
machine for each new test and do steps 3,4,5,6 above on that clone.
When done we can just remove the clone.  Effectively we are using a
"template" approach.
Also for each step, we make up an information template to capture all the mini steps.  For example “Installing app pre-requisites” has many sub-steps.  If these are captured then when we repeat this on a clean virtual machine we minimize mistakes.  Same for Step 6.
This becomes:
1. Collect hardware and network requirements for virtual server - ONCE
2. Adjust hard & network accordingly - ONCE
3. Create virtual environment - ONCE
4. Clone/Roll out the image
5. Install application pre-requisites - Developer
6. Install application version - Tester
7. Test using scripts - Tester
8. Test interactively - Tester
9. Repeat 6-8 or even 4-8 as many times as necessary
Team Two

EMAIL TRAFFIC RECOMMENDATIONS

Subject Line Requirements for [project or program office] Emails:
  Precedence
*R = Routine. This is for a period of attention of greater than 3 days but less than 7 (all traffic should be reviewed within a week)
 **P = Priority. This is for a period of attention of 2-3 days.
***F = Flash. This is for a period of attention of 1 day maximum (within 3 hrs the norm). Should be accompanied by a phone call to the Action individual.
 
A (Name) = This is an Action required email for persons or teams indicated.
I (Name) = This is Information only for persons or teams indicated.
 
For example, ***F/A(Scott)/I(Project Managers)  Latest Training Presentation Required by COB Today for John Doe
 
Example of less urgent, more informative: *R/I(All)  Feedback From PM Conference
 
This email message schema is REQUIRED for [project name] email traffic.
