Managing Multiple Projects Course

Lesson 5 – Team Assignment


FUNCTIONAL REQUIREMENTS FOR A VIRTUAL TEAM ROOM
Submitted by:
Team 1  

Objective:
Your job is to pick one of the problems one of your teammates is experiencing and generate a resolution. 

Generate a template or protocol that solves the issue.  If it’s a template, be sure that it actually gathers information in a fashion that adds value to the process and captures information that will not have to constantly be regenerated. If it’s a process or protocol, be sure to spell out the specific, 1-2-3 steps that participants will pursue. Clearly define the objective of the template or protocol, then create a dummy version.

Problem as stated by Student1:

The problem I have been experiencing is really a problem in my new multi-project environment.  We have many (let's say 15) projects with one customer (Company "Alpha").  Different parts of my company run each of these projects.  Most of these projects formerly ran out of TX....The problem? I have inherited 3 new projects recently, with the growth of my office in the Northeast Corridor, specifically for CNS (Central Nervous System therapeutic area) business.  Company "Alpha" is keen to point out that we have extensive expertise working with their compounds, and that there should be increasing labor/schedule/cost savings in new bids as a result.  Technically they have a point. 

However, since these projects have historically been resourced to different groups, project managers, and locations, there has been no common holding ground for "lessons learned" or common practices within our own company; no one common manager responsible for all contracts.  So I know that I have to continue to push for some method that attempts to solve this, as the client is right -- they deserve to benefit from this expertise and experience.  They shouldn't have to feel like they are "starting over" when we assign a new team to their newest project. 

However, the counter to this is that Company "Alpha" also is as disconnected and disorganized as we might appear to be, as we deal with different people each time we are awarded one of their projects.  Each of their deliverables (Let's say a document such as a "data handling plan") may have different expectations by different teams.....a hurdle which we might be able to point out, but may not be able to resolve.  They also do not have ONE clinical person who can provide a perspective and oversight for their group of contracts awarded to us. 

Resolution to resolve Student1’s issue:

Creation and maintenance of the Alpha Company Virtual Team Room 
Team 1 proposes the creation and use of a project specific Virtual Team Room that could be shared by members of Student1’s company and her clients (ie. Alpha Company).  Student1 has indicated that her company has “a fairly well developed intranet for global project management/executive level review” but that it is not good for "grouped projects”.  We recommend that Student1’s IT group creates a Virtual Team Room space on her company’s intranet.  When a new client project is initiated with a high likelihood of multiple projects, the assigned project manager from Student1’s company would login to the intranet space and create a new Virtual Team Room for the project – let’s call it “Alpha Company Virtual Team Room” or Alpha VTR.  Once the Alpha VTR is created, the PM or Associate Director would give access to all of his/her internal project team members that would need login to the VTR.  The VTR would then begin to be populated with documents by the PM include maybe a SOW or objective statement for the projects, a biography section with pictures for all team members, the project Gantts or WBS once created, then any initial documentation required to get the team up to speed.  The PM could assign  one of his/her project team members to  map out the processes that  are  followed, (or not) in the current projects, including durations and document this on the VTR. Ultimately, the PM could extend access to members of the Alpha Company client team via an extranet.  Alpha Company would be restricted to  what they can and can’t see but they could certainly review some information and be involved in postings/chats as it would facilitate the project.

 

Features that would be included in the Alpha Company Virtual Team Room would include:

· Threaded discussions on topics (like our class) or even a Chat feature that would allow team members to chat real time and then save these chats as message strings for future reference,

· Individual Project status update area and the ability to mark tasks as complete on the Gantt or WBS,

· Status reports/monthly reports area or maybe even timesheet area for billing purposes,

· Communication Practices area where the PM and team members can post lessons learned about working with this client, things they could never had predicted and what we learned from it (This is Student1’s key goal),
· Data Management Module Creation Hints and Tips (this is a long string of 8-9 technical documents that Company Alpha requires, and Student1’s company is contracted to write for each project under Alpha's templates provided),
· Assumptions and Objectives of Therapeutic Teams at Company Alpha,

· Bidding "How To's" for Company Alpha, and

· Business Development Notes (this is the place for sales personnel to give us their helpful hints and for us to talk about it).

 

The big idea of this VTR really comes into play once any individual project is complete.  Let’s say the project Virtual Team Room is archived off on a server.  Now, let’s say you are a new PM, Mary, who has been assigned a new project for Alpha Company once again using the same compounds from your previous project.  The power of this technology would be to give Mary rights/access to the original project, Alpha Company VTR.  She could review the team room, get up to speed and learn all the complexities of the previous project in this team room.  Also this VTR is expected to be a space to identify commonalities, gaps, and links between projects always looking for overlaps as we did in our class and trying to work on ways to improve the multiple project experience.  With each future project, the power of the virtual team room would increase as more and more project managers would be able to re-use and re-learn instead of recreating the wheel.  The best thing is that all of the materials for this project would be in one space and viewable in one common area.  (Believe it or not, in Student1’s company they have no place to go find the answer to the question:  “who are all the project managers working on projects for Company Alpha?”)  In addition, we could even give Mary the rights to create a new virtual team room for her project call it “Alpha Strikes Back VTR” and she could be allowed to copy documents from the original VTR into this new VTR.  Now, if there are issues with confidentiality, the PM could have blocked those documents as not readable or not available to copy to the new virtual team room.

Overall, we believe that the Virtual Team Room will give the PMs at Student1’s company a good baseline overview of how things are being  done so far in projects for this client. Then an individual, leveraging the VTR and using his/her project management expertise, will be able to identify areas that redundancy can be reduced, costs cut, and the overall project management process improved.  Also the VTR can be used to obtain senior management buy-in on things that need to be done on the project, resource and cost constraints and communicate the overall project status to stakeholders and management.

