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Learning Objectives
= Develop an Understanding of How to Organize Information Flows.
2 Understand How to Work and Manage Across Functions.
# Learn How fo Plan and Coordinate Projects.
# Discover How to Measure and Monitor Performance and Quality.
= Assess your Attitudes about Encouraging and Enabling Compliance.

oining an organization gives us an opportunity to work toward significant outcomes thas
we could not accomplish individually. To make that opportunity a reality, members mus:
find ways to coordinate their activities. Complete flexibility without any control would
result in chaos.

Organizational Goals. Just as commitment and cohesion are important for the success
of organizations, so, too, are stability and continuity—the goals associated with the interna!
process model. Control is the action imperative of the internal process model based on the
assumption that routinization will lead to stability and continuity. Key activities tend to be
focused on internal issues and include defining responsibilities and measuring and document-
ing performance. Functions such as accounting, operations management, supply chain man-
agement, quality control, legal compliance, and manufacturing—all activities that promoz=
standard operating procedures—are aligned with the control quadrant.

Paradoxes. While these activities are important, managers who create complex contro!
systems often discover that excessive constraints on workers can paradoxically undermine
the welfare of the organization. Similarly, an overemphasis on control also can result in
getting the details right but failing to accomplish broader objectives. The paradoxical need
to accomplish special projects while still completing day-to-day tasks is another challenge
that managers focused on control must face. Perhaps the most common paradox associated
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with control, however, relates to the creation of bureaucratic red tape. Over time, rules and
procedures that initially increased organizational effectiveness later become impediments to
performance.

Competencies. The five competencies included in this module are all valuable for contend-
ing with the paradoxes associated with control. They take into account the impact that people,
as well as organizational processes, have on the stability and continuity of the organization.
The first competency deals with organizing information flows. Information is the lifeblood of
the organization, and managing information effectively is a critical aspect of a managerial lead-
er’s job. The second competency focuses on working and managing across functions, in which
the challenges of building unity and setting standards may be especially tricky. The third
competency, planning and coordinating projects, introduces specific project management tools
for planning and coordinating complex sets of activities. Fourth, measuring and monitoring
performance and quality, provides a perspective on how to measure and maintain the outcomes
an organization seeks to achieve. Evaluating organizational outcomes has become even more
complex in recent years, as social and political pressures have been applied to get businesses
to think about more than just increasing the value of their stock. The last competency deals
with the ultimate control objective—encouraging and enabling compliance. We consider this
concern with respect to compliance with not only organizational rules and procedures, but also
’ with legal and regulatory requirements for organizations.

lodule 2 Competency 1 Organizing Information Flows

SSESSMENT Identifying Data Overload and Information Gaps

Objective  Before we can manage data overload, we need to recognize when it happens. Sometimes we assume that
all the data that come to us are pieces of information that we need. This exercise will help you think
about the amount and type of correspondence you receive and how to assess its relative importance
to you.

| Directions Complete the following steps:

1. Read the discussion questions below about the amount of data and information you routinely have to
| process. Write your individual answers to each question.

2. Asinstructed, discuss your answers in small groups or as a class.

~oom Questions Answer the questions that follow:

1. Has the amount of paper and documents confronting you at school, at work, and in your personal
life increased or decreased over the past two years?

| 2. How much time do you spend interacting with digital correspondence as part of your job, including
e-mail, text, or work-related social and project-management media?

| 3. Do you spend significant time on the Internet scouring through information, only to log off much
later without an answer to your question? Are you easily distracted when you use Internet-based
resources?

4. Do you feel you have become more skillful in sorting, storing, transmitting, and using information?
Why or why not?
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Reflection

5. What are your major sources of information overload—e-mail, paper, phone messages, verbal instruc-
tions, and requests from others? What are two or three specific things you can do to manage this
overload more effectively?

6. Do you often receive information that you don’t have any real use for? Do you receive the same infor-
mation in multiple formats (e.g., e-mail message, paper memo, voice-mail message)?

7. How confident do you feel regarding the information you have about your current performance ==
an employee? As a student? Do you know where you stand with your supervisor or boss? With your
instructors?

8. What additional information would you like to have on these roles?

Organizational systems are not always designed to provide efficient information flows. “Better safe than
sorry” appears to be the motto of much corporate communication. E-mails that are sent to everyons
are later followed up with paper copies, “just in case some people don’t check their e-mail.” Memos
about scholarship opportunities for children of employees are sent to everyone, regardless of whether o
not they have children. Viewed individually, none of these communications is particularly problemaric.
However, as our recycle bins start to overflow and our electronic accounts exceed our allotted capacizy.
these unnecessary darta inflows take their toll—when employees feel overwhelmed, organizational perfor-

mance suffers.

LEARNING Organizing Information Flows

New technologies have greatly increased the amount of information we receive and the spesd
at which requested information arrives. In the past, we could write a letter, drop it in the mail-
box, and then turn our attention to other things while we waited for a reply. Now, with fax
machines, cell phones, laptops, and personal digital assistants (PDAs), responses can be imme-
diate, pushing the work back onto our desks before we even have time to take a deep breath.

Back in 1997, David Shenk wrote, “Information overload has replaced information scar-
city as an important new emotional, social, and political problem” (Shenk, 1997, p. 291
Since then, the problem has only gotten worse. In 2006 alone, the amount of digital dat=
produced was equal to three million times the information contained in all the books ever writ-
ten (Nordenson, 2008). The amount of digital information in existence grew by nine times
between 2006 and 2011 (Grantz & Reinsel, 2011). A 2008 survey of 650 professionals founc
that across 23 professions such as consulting, financial services, and education, 69.6 percent
of respondents reported that they were overloaded by the amount of information they have o
cope with related to their jobs (Davis, 2008). The problem of information overload seems =
escalate every year.

Paradoxically, even though managers have a smorgasbord of data at their fingertips.
they also often claim to be starved for good information (Beard & Peterson, 2003). This
apparent contradiction stems in part from our failure to distinguish between data and infor-
mation. The term data refers to facts that have no particular context or organization and.
as a result, data have no clear meaning. To make data meaningful, those facts must be
organized and given context. It is in this way that data are translated into meaningful anc.
therefore useful, information (Beard & Peterson, 2003). To keep things simple in this text.
we sometimes use the term information when it would be more accurate to say data ana
or information. Keep in mind, however, that if it isn’t meaningful and useful, it really isn’s
information!
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DATA INFLOWS: ARE YOU IN DATA OVERLOAD?

Russel Ackoff, an international consultant on managerial problem solving, says that a
major problem confronting managers is too much irrelevant information. Managers are
surrounded by data that do not tell them what they need to know but that demand atten-
tion anyway. Smart managers learn to watch the helpful data and ignore the irrelevant stuff.
Less sophisticated managers drown in information anxiety. Richard Wurman, an expert
on making information visually accessible, says, “Information anxiety is produced by the
ever widening gap between what we understand and what we think we should understand.
... [It is] the black hole between data and knowledge. It happens when information
doesn’t tell us what we want or need to know” (Wurman, 2001, p. 14). Read the symp-
toms of information overload described below. Do any of these apply to you as a student
or employee?

1. Chronically talking about not keeping up with what’s going on around you

2. Nodding your head knowingly when someone mentions a book, an artist, or a news story
that you have actually never heard of

3. Assuming you must read every e-mail you receive, regardless of who sent it
4. Thinking that the person next to you understands everything and you don't

5. Calling something that you don’t understand “information.;” It isnt information if you

don’t understand it (Wurman, 1989, pp. 35-36)

The fashion of referring to virtually any kind of data as “information” emerged when we
started using the word to describe anything that was transmitted over an electrical or mechani-
cal channel (Campbell, 1982). The term information meant anything sent by any channel to
any receiver, whether or not the receiver found it informative or interesting. Information has
since become one of the most important terms in our society; however, much of the informa-
tion we receive is really just unformed data.

We are inundated with bits and pieces of data, disconnected from any coherent picture,
and it can be tempting to feel guilty when we can’t assimilate it. Information is probably best
thought of as “that which reduces uncertainty.” If the information we use is only adding to our
uncertainty, it is probably data that have not yet been converted to information. One of the
keys to coping with information overload is to get beyond the anxiety of not knowing so we
can begin to understand. We need to relax, feel less guilty about our ignorance, and begin to
play with and exploit information instead of being controlled and intimidated by it (Wurman,
2001). How can we actually do this?

THE TRAF SYSTEM: TOSS, REFER, ACT, FILE

Today’s managers are more harried than ever before, not only because of all the data com-
ing at them from so many different sources but also because many of them are now working
without an assistant. Assistants have traditionally filtered a lot of information and transactions
for managers, but many of these support positions have been eliminated from contemporary
organizations. Thus, the individual manager has increasingly had to handle the channeling and
managing of information. The bad news is that the problem of data overload is here to stay.
The good news is that managers can become more efficient and effective if they learn and apply
some tools and strategies for handling data inflows.
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Good managers review all incoming data flows, but great managers are able to organ-
ize data efficiently and determine what information they need and what information needs
to be channeled to others. Great managers establish information management habits
and systems that force them to do something quickly with every incoming piece of data.
whether it is on paper, a digital recording, or an electronic message. Withourt a good sys-
tem, you may not be able to wade through the insignificant stuff to find the information
you need, when you need it. Managers need to set up and use a system that forces them to
do something with every piece of paper that hits their desk and every e-mail that appears
in their in-box.

“Traffing,” a method recommended by personal efficiency expert Stephanie Winston
(Winston, 2004), was originally designed to end the inefficient practice of handling the
same piece of paper many times. However, the same basic process can be applied to elec-
tronic messages that now make up the majority of most of the dara inflows that inundate
managers.

The metaphor of traffic control is wisely chosen because to control traffic, we have to give
it places to go. Likewise, papers and e-mails have to be given a few basic routes or streams in
which to flow. The list of items in front of you, all pleading for your attention, may be long:
however, the number of choices you have for dealing with them is, fortunately, quite short.
Winston’s (2004) advice on Traffing gives you four options:

1. Toss papers into the wastebasket or recycling bin if they are not immediately valuable. Most
of us are too conservative when deciding what to save. If you throw something out that you
later discover you need, you can usually get another copy. For e-mail, the electronic version
of “tossing” is deleting.

2. Refer messages to other people (e.g., secretary, staff, colleagues). You should probably se:
up files for the people you most often refer things to. If you're not using routing slips, start
immediately. You can usually save time by attaching a Post-it Note that briefly explains
why you're referring the information. You can easily do the same for e-mailed messages and
documents by forwarding them with an explanatory note.

3. Act by putting papers requiring your personal action (e.g., writing a response letter or 2
brief report) in an action box or folder. These are the “hot” items you must act on befors
they get cold. In addition to placing documents in an “act” folder (physical or elec-
tronic), you should also record the action you need to take on your to-do list. The listis 2
very efficient reminder of things you need to act on. Plus, the act of putting them on the
list will help you remember that you need to do them. Of course at some point, you will
need to prioritize what is on your to-do list—we’ll get to that topic soon.

4. File documents by indicating on the document itself the name of the file into which
it should go. Put e-mail that you need to save into folders. Put paper in a box or file
labeled “to file.” Even if you don’t have an assistant who will file papers for you, it gen-
erally is more efficient to file papers on a periodic basis rather than getting up to file
things while you are trying to clear your desk. Keep in mind that reading, in terms of
this system, is a form of acting. If a document takes more than five minutes to read, put
it in the “act” box. Don'’t let reading short-circuit your Traffing, or you'll never get the
papers sorted. Make a clear distinction between Traffing and acting, and schedule time

for doing both.
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Interestingly, signiﬁcant innovation is occurring with a long list of time management,
task management, and e-mail apps appearing on personal devices that integrate cloud-based
services. Those that are most effective tend to incorporate principles similar to those of the
Traffing system.

PRIORITIZING ACTION ITEMS

Traffing helps you wrap your mind around all the paper and messages you have to deal with
and is an important step for dealing with data inflows. Even after tossing, referring, and filing,
however, the number of items that end up in a manager’s Action file is often overwhelming.
Complicating matters further for managers is the fact that they are frequently interrupted—
the phone rings, a subordinate comes by to ask a question, a colleague stops to see if you’d like
to join him for lunch. Interruptions are difficult to avoid. The research firm Basex reported
that “interruptions take up nearly 30 percent of a knowledge worker’s day and end up costing
American businesses $650 billion annually” (Nordenson, 2008, p. 35).

One approach to prioritizing suggested by Steven Covey in his book The 7 Habits of
Highly Effective People is the Time Management Matrix (see Figure M2.1). Covey argues that
we often fail to recognize the difference between importance and urgency and therefore allow
ourselves to become bogged down in things that seem to be urgent, and we fail to devote time
to what is important.

Important action items are things that we need to act on related to our mission, values,
and goals. Something is urgent when it requires immediate action. Because activities that are
important have great significance or value, they often take a significant amount of time to
complete.

Covey argues that in addition to avoiding spending time doing things that are not impor-
tant, effective people also minimize the number of things that are important and urgent by
spending more time doing things that are important but not urgent. As most of us have
learned the hard way, tasks that are important but not urgent today eventually become urgent
as well as important if we do not attend to them.

Urgent Not Urgent
Crises Prevention
Pressing problems Production capability
Deadline-driven projects | activities
Important Relationship building
Recognizing new
opportunities
Planning, recreation
Interruptions, some calls | Trivia, busy work
Some mail, some reports | Some mail
Some meetings Some phone calls
Not Important s ; Ti
roximate, pressing ime wasters
matters Pleasant activities
Popular activities
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INFORMATION OUTFLOWS: ARE YOUR MESSAGES CLEAR,
CONCISE, AND COMPLETE?

Although people most often think about information flows in terms of the information they
receive, managers also have a responsibility to think carefully about the information they pass
on to others. Because we all suffer from information overload, effective managers must con-
front another paradox: employees don’t want to be overwhelmed by unnecessary information.
but they also typically do not want to be left out of the loop and be uninformed about whar
happening in the organization. Deciding what information should be shared and what infor-
mation need not be shared is not easy—but then, few things in management are!

One way to help you decide whether to forward an e-mail or copy others on a message
is to think about how a recipient using the Traffing method would be likely to respond o
what you send. From a practical perspective, if it will just be Tossed, then you may wan:
to leave their name off the list. Similarly, if you think a colleague will just Refer a reques:
to someone else to do, you may be tempted to send it directly to the person who is likely w
get the job. Politically, however, this could be a mistake—your colleague might think tha
you are trying to work around him, rather than realizing that you were just trying to save
everyone some time.

Because e-mail is such a common method for sharing important information, we offer =
tool that can be used to compose your e-mail messages. This tool can also be used for creating
brief and concise voice-mail messages for work and for personal use. By using this tool effec-
tively, you can avoid confusing your customers, clients, and coworkers with unclear messages.

THE OABC METHOD: A TEMPLATE FOR COMPOSING
CONCISE MESSAGES

The OABC method was developed by William Baker, our colleague and a management com-
munication professor at BYU’s Marriott School of Management. Baker drills his MBA ste-
dents on his OABC method for framing both e-mail and voice-mail messages. This acronym
stands for Opening, Agenda, Body, and Closing. The OABC method is a great antidote w
the rambling and foggy messages that are sent out all over the world every day. This simpls
method requires you to make a very brief written or mental outline of the message. The outline
of the message is usually best ordered in the following way:

1. Opening: A quick statement of greeting that sets a positive tone and also identifies you
clearly, especially if you are a stranger to your audience. Even if you know the person well
it is often helpful to include your first and last name at the beginning of a voice mail to help
the listener quickly put your message into context.

Example: “Hi, Chris, its Karen Hooper. Great job on the presentation to the
marketing group.”

2. Agenda: An outline or map of what your message is about. Even brief messages usualls
need a “frame” or border to go around them.

Example: “1 have two things I wanted to share with you: The first is about the propos=
to the Gartner Group, and the second is about a message I got from Kim Lee at the Ford
Foundation.”

3. Body: The “business” message itself, expressed in concrete and simple terms.
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Example: “1 think the proposal is solid, but it needs more work in the staffing section
where we talk about our expertise in data warehousing. I'm attaching a document that
gives you more specifics of what I think it should look like.

“Second, Kim Lee at the foundation really needs us to have a representative at the

awards luncheon. It’s on July 17 at noon. Could you possibly attend in my place? I'll be
in Toronto.”

4. Closing: A concluding statement of what you want the person to do—who does what by
when?—and a cordial and efficient ending such as a simple thank you.

Example: “Please look at the attachment and share it with the design team. I'll be back on
Wednesday to discuss it with you. Also, please let me know by end of the day tomorrow
if you can attend the luncheon, and I will call Kim myself from Toronto. Thanks. You
have been a better teammate than I've been this week.”

This message is more formal than one you might send to a coworker or friend whom you
know very well. But notice that it’s an easy message to “unpack.” It has a pleasant tone, and it’s
coherent and complete. Chris knows exactly what Karen needs from him and when.

Make a habit of using the OABC method in any message through any channel. We have
used it with high-level managers and executives who have quickly added it to their toolkit. It
can be applied to memos and business letters as well as to e-mail and voice mail.

KNOWING YOUR AUDIENCE

In addition to thinking about what information should be shared and with whom, it also is
important to think about how best to share that information. Would a phone call be better
than an e-mail? Is this something that should be discussed face-to-face? Is a formal memo
necessary? The answers to these questions depend not only on the content of the message but
also on the characteristics of the intended recipient. Some people, for example, are much more
responsive to voice-mail messages than to e-mail messages. Some people avoid e-mail and
voice mail, preferring to stop people in the hallways when they see them to convey important
information (not a method that we recommend!).

You also may discover that some people have trouble coping with e-mails that contain
more than one topic. If Karen Hooper, in our previous example, was sending an e-mail to
Chris and realized that he tended to focus only on the first topic in a message, she might want
to send two separate messages, particularly because her first issue is something Chris is likely
to take some time to get to, but he should be able to respond to the question about attending
the luncheon immediately.

Messages can suffer from being too long and including too many issues, but they may
even be more problematic when they are too short. The development of handheld messaging
technologies has resulted in the creation of a new “chat” language better suited to small screens.
For example, in June 2014, Webopedia reported that there were over 1,400 chat abbreviations.
Unfortunately, often the same abbreviations are used to mean different things, depending on
the online group that is using the abbreviation. O might mean Over, or Opponent to an online
gamer, or “hugs” when used by friends (Text Messaging & Chat Abbreviations, 2010).

Unfortunately, as people become more and more accustomed to using these types of
chat abbreviations, they have begun to filter into the workplace, where they can cause confu-
sion. Therefore, although it may seem old-fashioned and cumbersome to those experienced in
instant messaging, standard spellings are more appropriate for communicating in organizations.
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In addition, the idea of information richness discussed in Module 1 is important to =
decision about how and when it is important to create a human connection. Remember e
the more complex and emotional the issues involved, the more important it is to use rics.
rather than lean forms of communication. Although changing technology has made it mucs
easier to communicate across distances, it can be helpful to find strategic moments when pes
ple can connect in person. For example, there is no real substitute for face-to-face meeting.
especially during the early stages of group formation.

Box M2.1 talks about the importance of physical presence for building relationships &=
complex, emotional-laden environment.

BOX M2.1

The electronic media we use help us communicate more effi-
ciently, but not always more effectively. Edward Hallowell,
a psychiatrist who works with business executives, considers
“electronic hyperconnection” a serious problem in the work-
place (Hallowell, 1999). The speed and convenience of elec-
tronic messaging are great, but when we use them continuously
in high-stress settings, they can make our work lives worse, not
better. The constant wash of voice-mail messages left on our
answering systems, the staccato e-mail messages that blip onto
our computer screens by the hour—this barrage of informa-
tion can make people feel isolated, out of sorts, and defensive.

According to Hallowell, the cure for hyperconnectivity
is creating a face-to-face “human moment” with other people.
The human moment is more than face time—being physically
present is necessary, but not sufficient. The human moment
requires not only our physical presence but also our emotional
and mental attention. In the human moment, your full atten-
tion is on the person in front of you—you are not checking
your in-box or sending a text message. The human moment,
says Hallowell, is disappearing from the workplace, largely
because of so much electronic connectivity.

Many managers now lead groups of people who are dis-
persed geographically, such as sales teams or systems specialists
who travel frequently and communicate with each other by e-mail
and cell phones. Although e-mail is a very quick way to commu-
nicate with someone, e-mail messages are often impersonal and
too crisp to really convey the human element. In our research and
consulting in organizations, we see a lot of interpersonal conflicts
caused by e-mail. For example, a curt message such as “We could
not access this application and need to know why” can be inter-
preted in many ways. If you're feeling stressed and defensive to
begin with, you may read sarcasm or impatience into the message
when that was not intended. If you then fire back an even more
defensive or sarcastic response, a downward spiral begins.

THE VANISHING HUMAN MOMENT

Human conversations usually go much better in ze
son when we can read the other person’s nonverbal o
Electronic communications, says Hallowell, “remove =
of the cues that typically mitigate worry. Those cues—auc
language, tone of voice, and facial expression—are especia
important among sophisticated people (knowledge workes
who are prone to using subtle language, irony, and wit. Wi
all we have is a written message on our computer screen. &
quick voice mail from a coworker, we often misunderstanc “
other person’s intentions, and then start to worry and secom
guess the messenger. In person, these exchanges are often S
before they can go off course” (p. 61).

Hallowell cites the experience of Jack, who foundsr =
real estate development firm in Boston. Jack discovered. == &
years passed and the firm grew larger, that people were less s
less connected to each other. There seemed to be mors =
tion and more misunderstanding among the managers. %
of them traveled frequently, and many of them worked cur |
their homes to save commuting time. Everyone was wirst &
the office via the Internet, and everyone had cell phones 2=
machines. Still, there was a growing sense of isolation. Jat
solution was not a sophisticated one, but it did wonders % =
firm: free pizza every Thursday. People would sit around = =
table in Jack’s office and talk. There was no agenda, an< =
everyone could be present every week. But there was alwa
core of people there who provided continuity. These sessin
provided the humor, the contact, and the deeper, richer T
of information the firm needed. Pizza sessions provides
essential human moment, and according to Jack, were "l
responsible for the organization’s high morale and compes
strength” (Hallowell, 1999, p. 64).

This week, why not take a break from your mobile d=ic
and use that time to think about how you could adapt s«
to create richer connections in your own life?

Source: Adapted from Edward M. Hallowell, “The Human Moment at Work,” Harvard Business Review, January—February 1999, 58-6=
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of the organization. Similarly, although the shift manager may not need to do anything with the accide=s
report, she may decide to file it rather than toss it. Why? Because symbolically, tossing the report mig=
suggest a lack of concern for employee safety.

PRACTICE Making Messages Clear, Concise, and Complete ‘

Objective

Directions

Discussion Questions

Reflection

Even straightforward ideas like the Opening, Agenda, Body, and Closing (OABC) approach to comm-
nicating require practice, evaluation, and reinforcement. This exercise asks you to work with others o=
improving your ability to compose messages that are clear, concise, and complete.

In groups of three or more, take turns composing and delivering messages using the OABC methoc.
First, make a quick written outline of what you want to say in each section; then, share the messaz=
just as you would leave it over the phone. As a listener, give your classmates feedback on the clarity 2=
conciseness of the message. If time permits, write out a message as you would if you were using e-mail o=
texting, exchange what you have written, and give one another feedback on the quality of these messag==
Consider the following questions:

1. Does the Opening set a positive climate both verbally and nonverbally?
2. Does the Agenda provide a quick road map of what the message is about?

3. Is the Body clear? If the parts of the body relate, is it clear how they relate? Is there any possibility &=
misunderstanding? Any ambiguity?

4. Does the Closing include action steps—who should do what and a deadline for acting—and co=-
clude with a positive tone? Have you included any necessary contact information (e.g., your pho==
number, stated slowly, clearly, and repeated for voice-mail messages; what time zone you are in if you
are trying to arrange a conference call)?

If you have ever hung up the telephone after leaving a voice mail and then realized that you failed =
leave your phone number even though you requested a call back, you'll appreciate the value of the OABC
system. If you have ever called to leave a voice mail and been surprised when the other party answer=z
the phone, you may find the OABC system even more useful! When talking on the phone, it is easy =
get sidetracked by issues brought up by the other party. If you have gone through the OABC process =<
made notes about what you want to convey, however, you are less likely to end the conversation withow
getting your point across to your listener.

APPLICATION Directing Your Own Data and Information Traffic

Objectives

Directions-Step 1

Think about how you can better cope with all the data and information that comes to you at home 2m2
at work. Be sure to consider all types of information including postal mail, e-mail, voice mail, readize
assignments for your classes, messages from the media (print, visual, and audio), and miscellaneous doce-
ments (e.g., housing contracts, car registrations, and warranty agreements) that you must Traf.

Evaluate how well you are currently directing all that traffic not only on a daily basis but also over long=
periods of time. Some questions to consider:

1. Do you use a filing method for important paper documents? How well does it work?

2. What are the five most important documents that you have in your possession? How long would =
take you to find/access those documents if you needed them?
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3. How do you “process” your paper mail? Is your method effective? Do you allow mail to pile up
unopened? Do you sort through the same piles multiple times?

4. How much time do you think you spend each day looking for documents (including scraps of paper
with phone numbers or other bits of information on them)? Do you ever lose track of important
correspondence?

5. How many messages do you have in your e-mail in-box? Do you use folders to file messages you want
to keep? How often do you have to search for an old e-mail message? How long does it typically take
you to locate what you are looking for?

6. How effectively do you manage phone time? Do you always answer your phone when it rings? Do you
often find that you spend more time on the phone than you realized?

7. Do you turn off your e-mail and phone when you need to concentrate on a major project? Do you
forward your phone and turn off your cell phone when you are meeting with other people?

8. At your job, what kind of information do you typically need to act on? What type of information
do you need to refer to others? Could you begin to refer more things to others, rather than acting on
them yourself?

Based on how you answered the previous questions, choose whichever type of data or information traffic
you feel needs the most improvement. Apply the Traffing method to your data inflows and the OABC
method to your information outflows. For example, if you are not currently using file folders to organize
your e-mail, take some time during the next week to create some folders for the different types of mes-
sages that you need to save. If there are more old messages in your in-box than you have time to sort, put
all the old messages in a “To Be Filed” folder. Starting with an empty in-box will help you measure your
success at keeping your e-mail organized at the end of each day.

Although most “personal productivity” advocates such as David Allen, author of Getting Things Done:
The Art of Stress-Free Productivity, have urged us to clean up our clutter, not everyone agrees that we are
more productive if we are perfectly organized. In their 2007 book A Perfect Mess: The Hidden Benefits
of Disorder—How Crammed Closets, Cluttered Offices, and On-the-Fly Planning Make the World a Better
Place, Eric Abrahamson and David H. Freedman state, “Though it flies in the face of almost universally
accepted wisdom, moderately disorganized people, institutions, and systems frequently turn out to be
more efficient, more resilient, more creative and in general more effective than highly organized ones”
(Abrahamson & Freedman, 2007, p. 5). The competing values framework helps explain this apparent
paradox. Precisely controlled and perfectly organized information may be the ideal from the perspective
of the Control quadrant with its emphasis on establishing and maintaining stability and continuity, but
the Create quadrant reminds us that there also is value in flexibility, which increases our ability to adapt
to new situations.

Module 2 Competency 2 Working and Managing Across Functions

ASSESSMENT Mapping Your Organization

Objective

The purpose of this exercise is to help you identify where you fit within your organization and how
you are connected to other areas. Understanding how the different parts of your organization fit
together can help you more effectively apply some of the other competencies that you are studying.
For example, with regard to organizing information flows, understanding the overall organization
structure will help you identify where you should seek information as well as where you should send
information.

-
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Directions

Reflection

Complete the following steps:

1. Ifyou are currently employed, obtain a copy of an organization chart for your employer. If you are not
currently employed, find a copy of your school’s organization chart (check with the human resources
office at your institution).

2. Study the official chart. Based on what you see, analyze what the structure of the organization suggests
as answers to the following questions:
© What parts of the organization seem central to the organization?
® Are there any central divisions or units that might be in competition for the same customers?

* What parts play a supporting role to other functions in the organization? Why would you describe
these parts as supporting?

* Choose one central and one supportive unit represented on the organization chart. Based on what
you see in the chart, what power differences would you expect to see when comparing the two
units? Why would you expect to see these differences?

* Suppose you had to select members to be part of a cross-functional team. Your project would be
large scale and would affect the basic needs of many employees. (For example, an upgrade to 2

central software program might affect end-users across the organization.) Who would need to be
on the team? Why?

3. Think about your job in the organization (as an employee or student) and draw a new chart. Pur
yourself in the center and draw connections to all the areas in the organization that you need to be
effective in your work. Then answer the following questions:
® Which areas are you most dependent on to get your work done?
© Which areas depend on inputs from you to get their work done?

* Does your chart match with the larger chart in terms of how you actually accomplish your work?

The formal structure found in most organization charts is often only a modestly accurate representation
of how things actually work. Effective managers not only need to understand the official roles and re-
sponsibilities in the organization but they also need to recognize the informal networks that can help (or
hinder) task accomplishment.

LEARNING Working and Managing Across Functions

A cross-functional team is a group that draws members from different organizational units
for work on a common task or project. Over the last three decades, the use of cross-func-
tional teams has increased in most large organizations. Simultaneously, the projects for these
teams have become more complex. The argument for organizing a cross-functional team is
straightforward: Complex tasks require greater functional integration and less organizational
bureaucracy. Cross-functional teams should reduce the inefficiencies in communication and
coordination that emerge when people work from within their own functional specialties.
Many companies participated in this trend over the last 30 years. In 1989, authors of Made
in America: Regaining the Productive Edge argued that to be successful in the global economy.
US companies needed to have greater functional integration and less organizational stratifica-
tion (Dertouzes, Lester, Solow, & the MIT Commission on Industrial Productivity, 1989).
Shortly thereafter, Reengineering the Corporation by Michael Hammer and James Champy
(1993) became a best seller. Companies began to establish teams made up of specialists from

CROSS-F
WORK S
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different functional areas. With the full-scale rise of globalism at the turn of the twenty-first
century, cross-functional teams became an integral part of transnational management.

Cross-functional teams have become especially popular, in part because they did not
require excessive disruptions to an existing organizational structure. New technologies that
allow work to be done around the globe have become increasingly affordable. Companies have
outsourced activities and depend on other organizations to do tasks that were formerly handed
internally. These changes have resulted in additional flexibility and also resulted in additional
costs that need to be accounted for and controlled. “Teams today are frequently formed and
disbanded rapidly, distributed across multiple sites, and composed of members simultaneously
working on myriad projects, with different bosses, competing for their attention. Further,
these teams’ work increasingly demands substantial coordination and integration of special-
ized expertise within and outside of the team” (Cross, Ehrlich, Dawson, & Helferich, 2008).

The results of cross-functional teams, however, have not always lived up to the promise.
Significant attention needs to be given to the dynamics of team development, including the
leadership patterns and interpersonal relationships that exist within the team. For example,
a study looking at 93 research and new product development teams found that functional
diversity, per se, did not improve team outcomes. It was only when external communication
increased due to “having members with diverse backgrounds and areas of expertise and diverse
contacts with important external networks of information” that benefits were realized (Keller,
2001). A more recent study highlights the importance of shifting leadership dynamics within
a cross-functional team, where those who have needed expertise are encouraged to lead when
that expertise is relevant (Aime, Humphrey, DeRue, & Paul, 2014).

Needless to say, managing and working in cross-functional teams poses special challenges
when compared to working in a traditional functional organization. An additional set of chal-
lenges is faced when working in organizations with potentially competing divisions, a topic we
address in the subsequent section.

CROSS-FUNCTIONAL TEAMS WITHIN TRADITIONAL
WORK STRUCTURES

Following the principles of Adam Smith and Henri Fayol, organizations have traditionally
organized work by creating departments that handle the different functions of the organization.
When departments within a single organization are structured differently so thart they can each
approach their own task in a way that is most efficient for that particular department, we refer
to this as differentiation. In traditionally designed organizations, differentiation is accomplished
through the creation of specialized jobs and work units that are then organized hierarchically.
Within this hierarchical system, labor is divided up so that individual contributors perform
the organization’s work. Consistent with this approach, performance management and reward
systems focus on the individual performer. Job evaluations and job descriptions clearly specify
who does what and who reports to whom. Status differentiations are made clear by labels such
as “labor” and “management,” “bonus eligible” and “bonus ineligible,” and so on. Organiza-
tional subunits typically consist of individuals with similar expertise performing similar tasks—
engineers engineering, marketers marketing, and manufacturing experts manufacturing.
Although there is no question that differentiation can result in improved efficiency in many
situations, it does have some negative consequences that result from employee self-interest.
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For example, employees concerned about their careers often become focused on moving ==
the hierarchy, rather than on adding value to the output of the organization. Because budz=
size and the number of people one manages are symbols of position and power, manages
may make decisions that are more consistent with increasing their hierarchical control than =
delivering products or services to a customer (Mohrman, 1993).

Even if all employees were willing and able to subordinate their own individual interess
to the general interests of the organization (as Fayol's principles of management required
there would still be costs associated with differentiation. An organization that is differentizz=t
as a consequence of its traditional structure will eventually need to coordinate or integrate
work that is being done across units. Differentiation and integration can be likened to @
flexibility and control dimension in the competing values framework—both are needed eves
though they may appear to be diametrically opposed.

Integration is primarily accomplished by processes inherent in the organizatioms
hierarchy. Processes and procedures are standardized and formalized, specifying how =
work is to be done and the sequence by which it is to proceed through the organizatios
Individual contributors are managed, directed, controlled, and coordinated by middle-lese
managers who receive strategic guidance from senior-level executives. These types of iz
grative processes work fairly well for relatively simple and static situations, but it has losg
been known that their effectiveness is limited in complex, dynamic, and turbulent enviros
ments (Galbraith, 1973). For example, in 1993, Mohrman argued that organizations had =

simultaneously:

= Achieve multiple focuses (on product, market, customer, and geography) without segmes:
ing the organization in a dysfunctional way

= Align individuals and groups that are task-interdependent in a manner that fosters teamwas
in pursuit of shared overall objectives

= Enable quick, low-cost, high-quality performance while responding to a highly dyna=
environment that calls for ongoing change

= Respond to ongoing increases in competitive performance standards by learning how o =
more effective

= Attract, motivate, develop, and retain employees who are able to operate effectively in s
a demanding organizational environment

Taken together, these goals pose several paradoxes for managers. How can we be focuss
if we are trying to address multiple sets of needs? How can we evaluate individuals when s
are working in teams? How can we keep quality high while we are working faster and cheapes
How can we keep costs down if we are constantly changing standards? How can we Za
employees who will stay committed when the organization is constantly changing?

Because most people see paradoxes in terms of either—or decisions, it is not surprise.
that some organizations have attempted to respond to these challenges by “throwing zw=
their organizational charts in favor of ever-changing constellations of teams, projects. =
alliances” (Dumaine, 1991, p. 36). Other organizations have attempted to manage these ¢
lenges within more traditional structures; some have gone back and forth, at times fzwe
ing cross-functional diversity and at times retreating to more specialization (Sapsed, 2007
Theoretically, incorporating cross-functional teams into a traditional structure can prowis
the integration solution to the need for integration in differentiated organizations, but li= &
many good ideas, this solution comes with its own set of challenges.
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OVERCOMING THE CHALLENGES OF CROSS-FUNCTIONAL
TEAMS

Cross-functional teams face a number of challenges, particularly those that are formed as a
result of a need to respond quickly to competitive pressures (Parker, 1994). For example, a lack
of clear and consistent support from senior management can undermine the best efforts of any
cross-functional team. Cross-functional teams also suffer when all of the relevant functional
areas do not become involved early in the process. Projects that start out in one functional silo
and then try to add team members from other functional areas may end up with teams where
there is a lack of trust. In addition, cross-functional teams may be hindered if the allocation of
work across functions seems inequitable or is inefficient, or if decision-making processes are
not clearly defined. With respect to product development teams, making sure that the team
moves quickly based on customer input is often a challenge because team members are typi-
cally still engaged in working on tasks associated with their functional area. Despite all these
challenges, cross-functional teams can be a valuable tool in organizations, if they are effectively
managed.

To find success, a cross-functional team needs to establish processes and tools that match
the complexity of the project, and that allows the members to integrate and coordinate their
efforts, regardless of the formal structure of the organization. In essence, managers today need
to be able to create teams that can both transcend and operate within a traditional organiza-
tional design. The guidelines below can be helpful in accomplishing that objective.

KEY GUIDELINES FOR MANAGING
CROSS-FUNCTIONALLY

The following guidelines are derived from Dumaine (1991), Meyer (1993), and Parker (1994).
Though these tools were developed 20 years ago, they are still relevant today.

1. Clarify goals and charter and get team buy-in. The cross-functional team will generally
take the formal charge from senior management, but the team must also feel ownership
over the goals. The Managing Groups and Leading Teams competency in Module 1 discussed
the importance of being committed to a common goal or purpose and indicated that this
is the glue that holds the team together. Remember that team members who have a voice
in making team decisions are more likely to support those decisions. Sometimes the cross-
functional team will need to meet with senior management to negotiate the goal or to make
sure that there is a shared understanding,.

2. Seek to create a critical mass of leadership. While a single functional unit can generally get
by with a single leader, most cross-functional teams cannot. If the ultimate purpose of
cross-functional teams is to make optimal use of people from different functions, each of
these functions must have a strong leadership voice. In addition, this is a good time to take
advantage of team members’ unique talents (Aime et al., 2014; Buckingham, 2005).

3. Hold the team and its members accountable for performance. Once team members have
bought into the goals, they must also buy into the process. Everyone must feel responsible
for the team’s performance. Team goals should be translated into clear short-term objectives
and milestones that are constantly visible and in the forefront of everyone’s thinking. While
senior management should avoid micromanaging, they should hold the team to standards.
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When standards are not met, questions should be raised in such a way that team members
feel supported rather than attacked.

. Keep cross-functional teams as small as possible with critical functional representation. Whils

the purpose of creating a team is to bring together a diverse set of perspectives, years of
research on group processes shows that as group size increases, there is a loss of productivizs
that results from increased time devoted to coordination and communication. One esti-
mate of productivity loss indicates that in groups with as few as five people, between 10 anc
30 percent of team members’ time is spent communicating with other team members abows
the task (Parker, 1994). Alternatively, if there is not sufficient representation of all func-
tional areas from the very beginning, the team will not be able to perform effectively. Ons
solution is to break up the large group into smaller groups, with each small group havine
representation in a central decision-making group. In addition to determining the optimz'
team size, finding the right mix of people is critical. If all functional areas are representec.
but one team member cannot see the value of working on a cross-functional team, size wil'
quickly become an additional obstacle.

. Provide the cross-functional team with constantly updated and relevant information and

authority to make decisions. If an organization is to make heavy use of cross-funcrionz'
teams, it must essentially rewire the information system so that cross-functional teams have
ready access to the information they need to do their jobs. Teams also need what was for-
merly assumed to be the prerogative of management: the authority to make decisions.

Train members in teamwork and process management. Operating in cross-functional reams
with complex and fuzzy authority and reporting relationships necessitates that membe=
know the core skills of teamwork. In Module 1, Competency 4, Managing Groups anc
Leading Teams, we presented some of these core skills, including defining roles and respos-
sibilities, using participative decision making, and managing meetings. As was noted in tha
competency, teamwork does not develop naturally. There needs to be a conscious effort =
develop as a team, and organizations must often be willing to make the investment to give
people training in interpersonal skills.

Clarify expectations within and between teams. Each individual who is part of a cross-func-
tional team has three responsibility perspectives: the team, the function, and the largss
organization. Each of these should be clearly articulated before the start of the project
Moreover, leaders of cross-functional teams must have the ability to develop effective rel=
tionships with key stakeholders, including leaders of functional departments, senior ma=-
agement sponsors, and other resource people in the organization. The next competenc:
in this module, Planning and Coordinating Projects, presents the notion of internal anc
external integration and suggests that regular communication with key project stakehole-
ers is an important element of managing projects. This is even truer if the project is being
carried out by a cross-functional team, where the definition of who is internal and who =
external can become somewhat blurred. While it is clear that all organizations have multipi
and often competing goals, these competing goals must not become a barrier to effective
cross-functional team management. An organization will be able to use cross-functionz.
teams effectively only if team members and others in the organization identify primarit
with the larger organization and only secondarily with their functional units.

One type of support that can be valuable is having a physical space for the team
Co-locating team members (e.g., the practice of having all members of a team work together

=
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in the same physical location) has symbolic, as well as substantive, benefits. Whenever pos-
sible, cross-functional team members should be located as closely as possible, “in the same
building, on the same floor, and in the same area” (Parker, 1994, p. 78). Physical proximity
allows for more regular and more informal interactions. Co-locating team project members
also sends a very clear message regarding the importance of the project.

8. Encourage team members to step out of their roles. As a corollary to the previous guideline,
people must not only be willing to step out of their functional identity to “put on an
organizational hat,” they must also be willing to step out of their status or rank identity to
allow for more optimal use of everyone’s unique skills and abilities. As noted in the second
guideline, the increasing use of cross-functional teams suggests that more and more, “lead-
ers” on one project will be “followers” on the next. In sum, the most successful teams are
ones that are able to manage the paradoxes that are associated with having clearly defined
roles and responsibilities, while simultaneously expecting that everyone will step up when
necessary to ensure that everything that needs to be done is done.

PICKING THE RIGHT PEOPLE—ADDITIONAL
INSIGHTS

Identifying the right members for a cross-functional team depends on a number of variables,
as noted in the previous guidelines. In addition to considering the technical skills of team
members, however, it is also wise to consider their interpersonal skills. As we have seen, work-
ing effectively on a cross-functional team can be very challenging. The complexity of the task
itself often pales in comparison to the political issues that tend to emerge when managing
across functions. In these types of situations, it is helpful to have individuals on the team
who are not only energetic themselves but also tend to energize the people around them.
Empirical research from the field of network analysis has identified a key variable “energizing
relationships” (Baker, Cross, & Wooten, 2003) that is worth considering when creating cross-
functional teams.

Most people have had the experience with working with someone whose enthusiasm,
optimism, and vitality seem to charge up everyone around them. Intuitively, we know that
these are the kinds of people whom we want working on important projects. Network analysis
research confirms that intuition and goes further to suggest that the ability to develop energiz-
ing relationships “may be more important than occupying certain positions in an information
or communication network” (Baker et al., 2003, p. 339).

Recent work on the concept of “/ift” provides additional insights into the characteristics
of individuals who may be likely to create energizing relationship. In their book Liff: Becoming
a Positive Force in Any Situation, R. W. Quinn and R. E. Quinn define /if? as “influence, an
uplifting effect we have on others.” This definition is consistent with Baker et al.’s concept of
energizing relationships. The authors go on to identify four key thoughts and feelings that,
when present, cause individuals to feel uplifted and to lift the people around them. Specifically,
individuals feel uplifted and lift the people around them when they are:

1. Purpose-centered—they have a purpose that is not weighted down by needless expectations
[Compete] '

2. Internally directed—they have a story of how their personal values will guide their actions
[Control]
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3. Other-focused—they feel empathy for the feelings and needs of others [Collaborate]

4. Externally open—they believe that they can improve at whatever it is they are trying to d=
[Create] (R. W. Quinn & R. E. Quinn, 2009, p. 3)

As noted in the brackets after each factor above, these four key thoughts and feelings mz=
directly onto the action imperatives in the competing values framework, a point we address i=
more detail in the concluding chapter of this text. Further information on the concept of “lit:"
also can be found at hetp://www.leadingwithlift.com.

Unfortunately, like the manager in the Analysis that follows, you will not always be able
to choose the members of the teams with which you work. Fortunately, you can have mucs
more control over your own thoughts and feelings.

ANALYSIS Errors in the Design?*

Objective

Directions

Case Study

Questions

Many projects require collective ownership of a problem. Many functional structures in large organizz-
tions create an “us-versus-them” way of thinking. Effective cross-functional teams find ways to overcoms
a divisive mindset. This case encourages you to consider how you might work with others to thizt
collectively.

Complete the following steps:

1. Read the case study below describing a real situation encountered in one of the Big Three US auss-
mobile manufacturers.

2. After reading the story, describe the potential errors that might have been made in managing acros
the various functional areas that were involved in designing the automobile.

The total amount of electrical power in a vehicle is determined by the capacity of the alternator. Ta=
power must serve over 20 subsystems, such as the stereo, the engine, and the instrument panel. These
subsystems are developed and controlled by separate “chimney” organizations, and power allocations
must be made for each subsystem. The problem was, in this vehicle program, when the requirements o
all the chimneys and teams were added up, they equaled 125 percent of the capacity of the alternass
Keith, who had recently taken over as head of this vehicle program (which had made changes in direction.
and was behind schedule to begin with), called a meeting of the Program Steering Committee design==
to resolve this conflict and reach a compromise. However, many of the chimney representatives who wess
members of the team came to this meeting with instructions from their bosses [who, incidentally, &=
their performance appraisals] #0f to make any compromises, but to make certain that their chimney “g==
what it needed” and “didn’t lose out.” After Keith presented the group with the problem and the need =
reach a compromise solution, their response surprised him: “It’s not our problem,” they replied, “it’s yoss
problem.”

As directed by your instructor, answer the following questions individually or as a group.
1. What advice would you give Keith for dealing with the Program Steering Committee?

2. Which other key stakeholders should Keith deal with? What advice would you give him for dealine
with these other key stakeholders?

3. If Keith could “turn back the hands of time,” what advice would you have given him at the beginnizg
of this project? Be as specific as possible in your advice.

*Source: Dan Denison, Stuart Hart, and Joel Kahn, “From Chimneys to Cross-Functional Teams: Developing ==
Validating a Diagnostic Model.” The Academy of Management Journal 39.4 (1963): 1011. Reprinted by permissias.
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Objective

Directions

Process
Questions

Reflection
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For people who have not experienced this type of situation, the story seems almost unbelievable—how
could members of the same organization not recognize the importance of coming up with a vehicle de-
sign that would actually work? For far too many employees, however, this type of situation rings all too
true. Consistent with a sociotechnical systems perspective, organizational structures and processes can
result in inefficiency and even divisiveness if people do not understand and respect the interconnections
among all functions in the organization.

udent Orientation

Many events require cooperation across different groups, but special issues often come into play when
the groups involved are made up of volunteers. In this exercise you need to think not only about the task
issues but also the people issues, given the volunteer nature of the groups who will be participating in the
event.

Complete the steps outlined below.
1. Review the cight key guidelines for managing cross-functionally.

2. Read the following scenario:

You are president of the University Students Services Association (USSA). USSA is a student-
run organization that coordinates the activities of all other student-run organizations on campus.
USSA monitors scheduling of all extracurricular activities, tracks consistency of student organization
activities with university policy, and attempts to provide resource support whenever possible.

In the past, each major university organization-—such as Academic Support Services, the USSA,
the Student Health Services, and the Honor Society—conducted its own new-student orientation
during the general orientation prior to the beginning of the fall semester. These orientations typically
lasted anywhere from one to three hours and included speeches, presentations, videotapes, and work-
shop-type activities. For most organizational units, these orientations were seen as an opportunity to
publicize the way in which they contributed to students’ experience of university life. Organizational
units spent a great deal of time, effort, and attention in preparing their individual orientations,
because they felt it was important for students to learn about how they might take advantage of the
services provided. Organizational units took great pride in conducting a professional presentation and
paid close attention to the evaluations that students completed. In fact, there was something of an
informal competition among the units, with each trying to be the most innovative in its presentation.

This year the provost has decided to try a new approach, declaring that all student orientation
sessions will be centrally coordinated and run over a three-day period during the first week of classes.
You have been asked to head the team that coordinates this orientation.

3. Write a one-page outline of how you will approach this new responsibility.

After you have completed the outline, respond to the process questions below.

1. What work- or task-related issues need to be addressed in order to carry out the provost’s request?
2. What people-related issues do you foresee?

3. What issues of internal and external integration will need to be addressed in carrying out this task?
4

What was better about the previous format for student orientations? What is better about the
new format?

Planning, of course, is only the beginning. Before any plan can be implemented, people will need to be
convinced to go along with the plan. This is where the competencies such as Championing and Selling
New Ideas and Negotiating Agreement and Commitment (see Module 4) come into play.
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APPLICATION Examining a Cross-Functional Team

Objectives

Directions

Reflection

Module 2 Competency 3 Planning and Coordinating Projects

Use what you have learned about managing across functions to improve your own work situation.

Complete the following steps:
1. Identify a situation that you are currently in at school, at work, or in some other formal organizaties

that has cross-functional elements to it.

2. Analyze the situation in terms of the key guidelines for managing cross-functionally as presented =
this section. Find specific ways in which the situation is being managed well, as well as problems
When you identify a problem, try to determine its specific source(s). That is, don’t just say “Meeting:
do not accomplish anything.” Try to determine the cause of the problem: Are goals unclear? Are 5
wrong people attending the meeting? Was an agenda distributed in advance? As you work on your
analysis, keep in mind the importance of providing evidence to support your claims about proble=s
and making connections to theory to support any recommendations you might make.

3. Once you are confident that you have identified the root causes of the problem, write a memo suz-
gesting how the operations of the cross-functional team could be improved.

Managing cross-functional teams is complicated by the fact that there are often political, as well as prace-
cal, reasons why certain individuals are on the team. Because being left off a team may be considersc =
slight, cross-functional teams sometimes balloon into large groups. Novices who attempt to reduce @
group to a more efficient size, however, may end up making the situation worse rather than better.

ASSESSMENT Project Planning

Objective

Directions

Questions

This exercise will help you identify your assumptions about effective project management by encouragize

you to reflect on your past project experiences.

Complete the following activities:

1. Think about and identify a specific project or event you have worked on, preferably one in which yoe
had some leadership responsibility. (Note that having leadership responsibility does not necesszri+
mean that you were the sole project leader.)

2. Silently recall different facets of the experience. How did the project originate? How did you z=
involved? What was your role? Who were the other people who helped with the project? What wa
the outcome?

Discuss your answers to the following questions with others:

1. To what extent were goals and objectives of the project made explicit? What role did you play =
clarifying goals and objectives?

2. To what extent was the project explicitly segmented into smaller, more manageable activities? Descrite
the process by which the project was divided up. What role did you play in dividing the project i=s
the smaller activities?

3. To what extent was there a clear understanding regarding a schedule or timeline? What role did yeue
play in devising the schedule?
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4. To what extent was there a need to coordinate resources (money, equipment, supplies) as well as
people? What role did you play in the coordination of resources?

5. Overall, how well was this project or event coordinated? What were the key successes? Where were
some needed details overlooked?

Reflection ~ As we noted in Module 1 in the Managing Groups and Leading Teams competency, when a project is
assigned, we are often tempted to skip over the planning and coordination tasks, and to dive into working
on the project. Effective managers recognize that this is a mistake. Looking back at your prior experiences
with project work gives you an opportunity to identify any points where planning and coordination
broke down. As you read the Learning material for this competency, think about whether the tools and
techniques described would have helped you avoid those problems.

LEARNING Planning and Coordinating Projects

World-class organizations must be adaptable and flexible to succeed. What worked yes-
terday may not work today. As we have seen in the competing values framework, flex-
ibility needs to be balanced with stability. To be more flexible, improve performance,
and prepare for the future, many organizations are coming to rely on nonroutine projects
(Anantatmula, 2008). To balance that flexibility, projects are assigned specific objectives,
starting and ending times, and a predetermined budget. In the end, financial stability
depends both on identifying the correct projects from a strategic perspective (a topic
we take up in Module 3) and on effective and efficient project management (Schmid &
Adams, 2008). In this competency, we discuss some tools that can be used when planning,
directing, and controlling resources to meet the technical requirements, cost targets, and
time constraints of a project.

Although projects were originally used primarily in the military and construction indus-
tries (Baltzan & Phillips, 2008), changes in the economy, heightened competition, increased
complexity in organizational environments, and rapid technological changes have created ideal
conditions for project teams to spread to other organizational areas. For example, human
resource managers benefited from using project management tools when Life Technologies
Corp., a biotechnology tools company, was created as the result of a merger of two smaller
organizations (Robb, 2009). Today, project management concepts are being applied in a
diverse array of industries, including pharmaceuticals, banking, hospitals, law, state and local
governments, and the United Nations (Kerzner, 2009).

Project teams are seen as an ideal approach to deal with the need to respond more quickly
to changes in the turbulent business environment for several reasons. First, project teams are
task focused, thus complementing the way many organizations allocate work—through tasks.
Project teams also enable companies to engage the work through the use of cross-functional
teams, as discussed in the previous competency in this module. Last, because project teams
make use of resources borrowed from within the firm, and perhaps also from outside the firm,
they are flexible and able to act and react quickly to change (Frame, 1999).

The tools presented in this section are essential, basic project management skills.
However, project management is a highly developed specialty. If you are interested in further
developing your project management skills, you might consider acquiring additional training
and certification.
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PROJECT MANAGEMENT PROCESSES AND TOOLS

Harold Kerzner, one of the leading authorities on project management, summarizes the five
differenc process groups included in the PMBOK® Guide from the Project Managemen:
Institute (PMI) as follows (Kerzner, 2009, p. 3):
L. Initiate the Project
= Selecting the best project given resource limits
» Recognizing the benefits of the project
» Preparing the documents to authorize the project
= Assigning the project manager
2. Plan the Project
s Defining the work requirements
« Defining the quality and quantity of work
= Defining the resources needed
= Scheduling the activities
« Evaluating the various risks
3. Execute the Project
» Negotiating for the project team members
« Directing and managing the work
» Working with the team members to help them improve
= Making adjustments
4. Monitor and Control the Project
» Tracking progress
» Comparing actual outcome to predicted outcome
= Analyzing variance and impacts
= Making adjustments
5. Close the Project
w Verifying that all of the work has been accomplished
= Closing the contract (contractual closure)
a Closing the charge numbers (financial closure)
» Closing the paperwork (administrative closure)

In this competency, we focus on planning and monitoring; activities associated with the
other three categories (initiation, execution, and closure) are addressed in other competencies
in this text. For example, communication skills are considered one of the most critical skills for
project managers (Henderson, 2008).

The various tools of project planning and project monitoring that we focus on for this
competency are closely tied. Planning clarifies the work to be accomplished and sets priorities

for task completion. Planning involves scheduling (establishing time tables and milestones for
completion) and resource allocation (developing a budget that forecasts the amount of labor

FLAN
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and equipment that will be needed). Alternatively, monitoring tracks progress to see whether
the project is proceeding as planned. Is the schedule being adhered to? Are milestones being
met? How likely is the project to be completed within, or even under, the projected budget?
In the next two sections, we will present several key planning and monitoring tools. It should,
however, be noted that the monitoring tools will be useful only if the planning has been con-
ducted carefully, with sufficient attention to detail.

PLANNING TOOLS

Project planning is not simply deciding on an outcome to be achieved. Project planning should
make clear the path the project is expected to take as well as the destination. Consequently, the
planning process should focus attention not only on the goals and objectives of the project but also
on such issues as the technical and managerial approach, resource availability, the project schedule,
contingency planning and re-planning assumptions, project policies and procedures, performance
standards, and methods of tracking, reporting, and auditing (Badiru, 1993). It is thus evident that

planning is far more complex than scheduling. Indeed, while scheduling is considered a key ele-

ment of coordination, it is actually the last step of the planning process and depends on the exist-
ence of a precise statement of goals and objectives, accompanied by a detailed description of the
scope of work. Below we present some of the key planning tools available to the project manager,
with the order of presentation based on the order in which they are likely to be used.

Today, many of these tools can be found in project management software programs
such as Microsoft Office’s Standard Project 2007 and Enterprise Project Management (EPM)
Solution. These types of products incorporate the basic planning tools discussed below and
simplify planning, monitoring, and coordinating processes by integrating all data relevant to
the project. For example, data associated with the statement of work and work breakdown
structure (discussed below) related to specific tasks, working times, schedules, deadlines, peo-
ple, materials, machines, and so on can be entered into computerized templates. During the
data entry process, the software can also provide prompts to help establish the order in which
work needs to be completed if two tasks are dependent. As data on tasks, times, and schedule
are entered, the computer can generate PERT and Gantt charts, as well as other types of reports.

Because not every organization requires a full-blown project management software system, a
variety of other programs have been developed to address users with different needs. One example
is LiquidPlanner, a web-based program available by subscription from http://www.liquidplanner.
com. The program’s “to-do list” feature is used to enter information traditionally found in the
statement of work. Milestones and a time-tracking feature are available to help monitor progress.
LiquidPlanner’s distinguishing capability is its capacity for automatically adjusting the workflow
plan as the project unfolds. Such project management software and features are constantly appear-
ing. Doing a search for project management apps, for example, will reveal literally dozens of
solutions. Thus, we do not attempr to provide instruction on how any particular program works.
Rather, we focus on explaining the fundamental concepts upon which those programs are based.

STATEMENT OF WORK

The statement of work (SOW) is a written description of the scope of work required to com-
plete the project. It should include a statement regarding the objectives of the project, brief
descriptions of the services to be performed and the products and documents to be delivered,
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an explanation of funding constraints, specifications, and an overall schedule. Specifications
should be included for all aspects of the project. They will be used to provide standards o=
determining the cost of the project. The overall schedule should be more general, including
only start and end dates and key milestones.

The statement of work may also include brief descriptions of the tasks necessary for
project completion as well as a description, where appropriate, of how individual tasks wit
be integrated into the whole. Alternatively, this information may be included in the wost
breakdown structure.

WORK BREAKDOWN STRUCTURE

The work breakdown structure (WBS) shows the total project divided into components tha:
can be measured in terms of time and cost. It may be presented in tabular or graphical form, =

both (see Figures M2.2A and M2.2B). Whether in tabular or graphical form, the WBS divid=:

PROJECT: ORGANIZING THE OFFICE PICNIC

ESTIIMATED RESPONSIIBLE

TASK TIIME (DAYS) PERSON
TASK 1: Do invitations and determine number of guests 5 Sam

Activity 1.1: Get material from last year’s picnic

Activity 1.2: Edit last year’s invitation 5 Sam

Activity 1.3: Set up invitation log 5 Sam

°

L]

L]

Activity 1.X: Do final estimate on number of guests 5 Sam

TASK 2: Plan and purchase food

Activity 2.1: Plan snack food 5 Marty
Activity 2.2: Plan main meal 2 Pat
Activity 2.3: Plan beverages 5 Chris
L]
FIGURE M2.2A Work .
breakdown structure: .
tabular form. A Activity 2.X: Purchase beverages 5 Chris
TASK 3: Plan picnic activities
Activity 3.1: Do informal poll of activities enjoyed at 5 Linda
last year’s picnic
Activity 3.2: Find out where sports equipment is held 5 Marty
L]
L]
L]
Activity 3.X: Buy new equipment, as necessary 1 Linda
TASK 4: Plan and purchase supplies
Activity 4.1: Plan food supplies (plates, cups, 5 Marty
plasticware, etc.)
Activity 4.2: Plan decorations 5 Chris

L]

L]

L]

Activity 4.X: Pick up decorations from Picnic Store
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ORGANIZING THE
OFFICE PICNIC
Invitations and guests Food Picnic activities Supplies
SAM [ PAT LINDA CHRIS

Plan snack food

Plan beverages
CHRIS

Purchase beverages
CHRIS

the project into a series of hierarchical levels; in graphical form, it resembles an organization
chart of tasks (rather than positions). The complexity of the project and the degree of control
desired during project monitoring will determine the number of levels. Badiru (1993) suggests
starting with three levels, with level 1 being the final or total project, level 2 being the major
tasks or subsections of the project, and level 3 containing definable tasks or subcomponents of
level 2. Again, if the project is very complex, the WBS should include additional levels, until
the final level specifies discrete activities that can be examined in terms of the time and cost
required to complete the activity.

At the final level, the work breakdown structure should include at least two pieces of
information that are needed for coordination of effort: the estimated time to complete the
activity and the name of an individual who is responsible for seeing that the activity is com-
pleted. Often a third piece of information, the estimated cost of completing the activity, is
also included. This allows for better integration of cost and schedule information needed to
monitor the project. When cost information is included, people refer to the work breakdown
structure as a costed WBS. Time and cost estimates should be developed by the persons most
knowledgeable about those specific activities. Thus, if project team members come from dif-
ferent functional areas, the project manager should likely consult with managers from those
different functional areas before making time and cost estimates.
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PROGRAM EVALUATION AND REVIEW TECHNIQUE
AND CRITICAL PATH METHOD

The WBS provides information on the estimated time of completion for each individual activ-
ity, but it does not indicate the order in which the activities can or will take place. It does nos
indicate whether Activity A must be completed before Activity B can proceed, or whether the
two can proceed concurrently. When a project is fairly simple, these interrelationships are nos
difficult to discern, and a schedule can be constructed directly from the WBS by laying ourt the
activities in the order in which they are to be carried out (see the section on Gantt charts, laz=r
in this competency). Alternatively, when a project is complex, it is almost impossible to co=-
struct a schedule before the interrelationships among the various activities are made explicic
Network diagrams are graphical tools for making these interrelationships explicit.

In the late 1950s, Program Evaluation and Review Technique (PERT) and Critical Paz>
Method (CPM) were developed to help with project planning. PERT was introduced by the
Special Projects Office of the United States Navy in 1958 as an aid in planning (and controlling
its Polaris Weapon System, a project that involved approximately 3,000 contractors. At virtualls
the same time, a similar technique, CPM, was introduced by the DuPont Company. The met=-
ods are very similar and essentially show the flow of activities from start to finish. Over the yea=s.
the two methods have essentially merged and people often refer to PERT/CPM diagrams and/os
analysis. As project management computer software has become more sophisticated, other similz=
approaches have been developed that provide more accurate time estimates, but PERT and CPAL
are still traditionally used to introduce the basic network diagramming concepts (Dodin, 2006 .

PERT/CPM diagrams allow the project manager to see the flow of tasks associazec
with a project by showing the interrelationships between activities. These diagrams allow
the project manager to estimate the time necessary to complete the overall project given the
interdependencies among tasks and to identify those critical points where a delay in tas
completion can have a major effect on overall project completion. In performing the PERT
CPM analysis, one assumes that all tasks or activities can be clearly identified and sequences
and that the time necessary for completing each task or activity can be estimated.

Figure M2.3 shows a simple PERT/CPM diagram. In the diagram, arrows designate activi-
ties. The circles at the beginning and end of the arrows are referred to as nodes; they designas=
starting and ending points for activities. These points in time, called events, consume no time =
and of themselves. An activity is referred to as Activity 7 or Activity i-j, where i is the start nocs
and j is the end node. Because of the way the diagram is constructed, the PERT/CPM diagram =
sometimes referred to as an arrow or activity-on-arrow network diagram. Alternatively, activiz-
in-node network diagrams, as the name implies, place the activities within the node (usuals
drawn in boxes) and use the arrows simply to show the necessary ordering of activities. In actiw-
ity-on-arrow diagrams, the numbers along the arrows indicate the expected time for the activiz
to be completed. Although these numbers may come directly from the WBS, it is customary =
calculate an expected time for activity completion (t,), using a weighted average of an optimiszic
time (t,), a pessimistic time (t,), and the most likely time (t,,) using the following equation:

t, = (t, + 4t,, + t,)/6

Note that Activity 3,6 has an expected time of zero weeks. This type of activity, callec =
dummy activity, is used to indicate that Activity 6,7 cannot begin until Activity 1,3 is complez=
The critical path is that chain of activities that takes the LONGEST time to procest
through the network. It indicates the least possible time in which the overall project can &
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FMCURE M2.3 PERT

weswork with critical path.

————1p = Critical path

completed, and it is the path that needs to be watched most carefully to ensure that the project
stays “on track.”

To identify the critical path, it is necessary to understand the concept of slack or float. In
Figure M2.3, the critical path, 1-2-4-5-6-7, takes 17 weeks from start to finish. Note, however,
that there is another path, 1-3-6-7, which takes only 14 weeks from start to finish. This means
that Activity 1,3 could begin 3 weeks later than Activity 1,2 and the project would still be com-
pleted on time, assuming, of course, that the time estimates are fairly accurate. We then say
that Activity 1,3 has a total float or slack of 3 weeks. While this is easy to see in Figure M2.3,
it requires more effort when the diagram is more complex.

The first step in identifying the critical path is to identify the carliest start and finish
times. Start at the first node of the diagram; this has an earliest start time of zero. For the
other nodes, the earliest start time equals the earliest finish time of the previous activity. For
all activities, the earliest finish time is the sum of the earliest start time plus the estimated time
of the activity.

Next, take the largest finish time for the last node and calculate the latest start and finish
times by starting at the last node and subtracting the estimated time for completion of that
activity from the latest finish time of the previous activity. To identify the critical path, make
a list of latest finish times and earliest start times. Time available is then calculated as the dif-
ference between the earliest start time and the latest finish time. If available time is equal to the
estimated time for completing the activity, there is no float, and that activity is on the critical
path. Table M2.1 shows the calculations.

As indicated above, the critical path is important because it is the path that must be most
closely monitored. It is the path for which there is no slack, and activities must begin and end
on time in order for the project schedule to be met. Activities that are not on the critical path
can begin anytime between the earliest and latest start dates. The determination is usually
made in accordance with the availability of resources, primarily human resources.
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TABLE M2.1 Identifying the Critical Path

Activity Latest Finish Time (-) Earliest Start Time (-) Time Estimate (=) Floar
1,2 4 ! 0 0 0*
1,3 13 0 10 3

2,4 9 4 5 0*
3,6# 13 10 0 3

4,5 12 9 3 (0
5,6 13 12 1 0*
6,7 17 13 4 0*
*Critical path

#Dummy activity—has no time duration

Because projects typically require trade-offs among cost, time, and quality, project man-
agers often need to estimate different approaches to the project. Project-crashing analysis
can be used to help estimate the trade-offs associated with expediting a particular project by
reviewing the costs associated with reducing the amount of time to complete the tasks on the
critical path by adding additional resources.

RESOURCE LEVELING

The ultimate purpose of project management is to obtain the most efficient use of resources
while still achieving project objectives (being cffective). Efficient use of resources can be 2
problem, however, if there are wide swings in resource needs. Even on carefully planned pro-
jects, there may be times when team members feel they can’t get enough done as well as times
when team members find they do not have enough to do (House, 1988).

Resource leveling is “the process of scheduling work on noncritical activities so thar
resource requirement on peak days will be reduced” (Kimmons, 1990, p. 79). Resources here
refer to all project resources that are limited within a specified time period, including per-
sonnel, equipment, and materials; resource leveling is most often used to allocate personne!
to different project activities. One approach to maximizing the use of people is to use the
information from the WBS, together with the information regarding the amount of float, to
schedule activities that are not on the critical path.

To determine the optimal use of resources, the project manager needs to begin by assum-
ing that all activities will begin at their earliest start dates. Based on this assumption, the
project manager can then draw a graph showing the required personnel, by job type (title).
over time. This graph will show peaks, times when there is a great amount of work to be done.
and valleys, times when there is less work to be done. Using the PERT/CPM diagram and the
table that gives the float associated with each activity, the project manager can then level the
resources by moving the start dates for some of the activities that have float to a later time (but
prior to the latest start date). The process continues until the changes in personnel require-
ments from one time period to the next are minimized, that is, until the peaks and valleys are
evened. Of course, this type of manual resource leveling is extremely difficult on large, com-
plex projects. Fortunately, in 1986, the resource-leveling paradigm was revolutionized when
Primavera Software, Inc. developed an automatic resource leveling tool (Nosbisch & Winter,
2006). Since that time, other automatic resource leveling tools have greatly improved the abil-
ity of project managers to deploy resources more efficiently.
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GANTT CHARTS

The most popular tool for visually displaying project activities across time is the Gantt chart,
developed by Henry L. Gantt in the early part of the twentieth century. These charts are
essentially bar charts that allow you to see at a glance how the different activities fit into the
overall schedule.

A Gantt chart includes a timeline and a list of each of the major activities, grouped as they
are in the work breakdown structure and sequenced as they are expected to occur as a result
of the PERT/CPM and resource leveling analyses. The timeline for the project is shown along
the horizontal axis; the list of activities along the vertical axis. For each activity, a bar shows the
time commitment (see Figure M2.4). The Gantt chart is most useful when each activity time
is commensurate with the units of time drawn on the horizontal axis. That is, if the horizontal
axis is drawn in terms of months, most activities should take at least two months. You can also
identify specific milestones, or points of accomplishment, within each task by using a circled
number within the bar. In Figure M2.4 the milestones could represent first drafts of status
reports due at the end of the activity. While advanced project management software can be
used to create Gantt charts, they can also be created in spreadsheet programs such as Microsoft
Excel by using a stacked bar chart (Baltzan & Phillips, 2008).

Specialized Gantt Charts. Once the Gantt chart is constructed, it can be used to inte-
grate information about projected use of time with information about projected use of other
resources. Two types of integrated Gantt charts are commonly used. The first shows personnel
task assignments. By listing each individual along the vertical axis, followed by all of the tasks/
activities to which that individual is assigned, the project manager can see at a glance which
tasks/activities each person is assigned to at each time period of the project (see Figure M2.5).
If the task distribution across individuals is uneven or if some individuals were mistakenly
given too many work assignments during a single time period, this chart gives the project
manager another chance to redistribute task assignments.

Activity | Jan. | Feb. March April | May | June | July | Aug. | Sept.| Oct. | Nov. | Dec. | Jan.

A

= Planned start of activity = Completed work

| e

= Planned end of activity Q = Milestones
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CHRIS
TASK 2 [ ]
TASK 4 | ]
LINDA
TASK 3 [ |
MARTY
TASK 2 | ]
FIGURE M2.5 Personnel
task assignments. TASK 3 I L
TASK 4 1
SAM
TASK 1 | ]
PAT
TASK 2 | 1

I I | | | | |

The second type of integrated Gantt chart is the Bar Chart Cost Schedule (not illes
trated). This Gantt chart simply shows the projected cost of each activity below the bar show-
ing that activity in the overall Gantt chart. This allows the project manager to have some semse
of how much money is projected to be spent in each time period. It also allows the projec
manager to calculate the cost slope by dividing the cost of the activity by the duration of taa
activity (in whatever unit of time is being used). Thus, for example, if Activity A costs $4.500
and is expected to take three weeks to complete, the cost slope in dollars per week is $1,500
While this piece of information is not interesting in isolation, it becomes interesting when
project manager compares it to the cost slopes of other activities because it gives a sense of ==

relative cost of activities per time period.

Ganit Charts as Monitoring Tools. The Gantt chart is also a useful project monitorizg
tool. By using different colors or different symbols, the Gantt chart can help the project ma=-
ager track how closely the project is keeping to the planned schedule. When a given task ruse
over the allotted time, the Gantt chart can be used to determine whether or not the schedu=
needs to be rethought. Figure M2.4 shows that Activities A and B ran over schedule appro=
mately one week each, whereas Activity C was completed almost one month ahead of schedu's

HUMAN RESOURCE MATRIX

One final planning tool is the human resource matrix. As with the Gantt chart used to show
the personnel task assignments, this matrix can be used to see whether workload is evenly &=
tributed across individuals. The human resource matrix lists the tasks/activities along the ver=
cal axis and the names across the top of the matrix (see Figure M2.6). For each task/activiz
one person is designated as having primary responsibility (P), and others may be designatec =



n

YRR YA

WREA

FIGURE M2.6 Human

resource matrix.

FKRPSRARTET

Planning and Coordinating Projects 139

TASK  CHRIS LINDA  MARTY |
1 P
2 s s c P
3 P S c
4 P s c

having secondary responsibility (S). Other designations can be also be added as needed. For
example, one can label an individual as (C) if that individual needs to be consulted, or (B) if
a person can provide backup, and so on. Project teams need to be able to adapt the project
management tools to best meet their needs.

One advantage of this chart over the personnel task assignment chart is that it is
clear whether or not time spent on the project is time in a leadership capacity. Further, it
makes it clear at a glance whether someone has too many leadership (primary) assignments.
Alternatively, while it tells who is assigned to which task/activity, it is not as informative as
the personnel task assignment chart with respect to how much time is being spent during each
time period by each person. Therefore, it is probably wise to use the two charts together for
keeping track of how human resources are being utilized.

PROJECT MONITORING

As indicated in the beginning of this section, monitoring is essentially keeping track of progress
over the life of the project. There are four primary resources that need to be monitored: time,
money, people, and materials. Monitoring involves looking at actual expenditures of resources,
comparing actual with estimated, and, where necessary, deciding what adjustments need to be
made in the work plan to accommodate discrepancies between actual and estimated.

COST/SCHEDULE INTEGRATION GRAPHS

In the previous section, we gave examples of planning tools that can be used in monitoring the
use of human resources and time. Here we will focus on the project budget and time. Note
that the tools provided here can be used to look at the total budget or at specific components
of the budget, and so they are applicable to monitoring the use of human resources and materi-
als as well.

Cost Variances. In monitoring the budget, the project manager is concerned with two types
of information. The first involves the amount of money budgeted for the work to be per-
formed (budgeted cost of work performed—BCWP) versus the actual cost of performing the
work (actual cost of work performed—ACWP). The difference between the two quantities
(BCWP—-ACWP), called the cost variance, is an indication of how close the estimated costs
were to actual costs, with a positive number indicating monetary savings and a negative num-
ber indicating a budget overrun. (Again, note that these variances can be calculated for the
total budget or by category of expenditure.)
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Schedule Variances. The second type of information involves the amount of money pro-
jected to be spent on the actual work performed during the time period (budgeted cost of work
performed—BCWP) versus the amount scheduled to be spent during the time period (budg-
eted cost of work scheduled—BCWS). The difference between the two quantities (BCWP—
BCWS), called the schedule variance, is an indication of whether the money is being spent
according to the projected schedule. Here a positive number is an indication that the project
is running ahead of schedule—that is, more work is being performed than was originally
scheduled—whereas a negative number is an indication that the project is running behind
schedule—less work is being performed than was actually scheduled. Alternatively, a negz-
tive number could be an indication that some work is being performed out of its scheduled
sequence. Harrison (1992) suggests that schedule variance should not be looked at separately
from the formal scheduling system; that is, this information should be examined in conjunc-
tion with the Gantt chart or PERT/CPM network diagram to determine the actual status of
specific activities or milestones.

Cost and schedule variances can be examined graphically or in a table. To examine these
variances graphically, the project manager needs to calculate at each time period a cumulative
BCWS, BCWP, and ACWP. That is, for each reporting period (usually monthly) the projec
manager needs to calculate the total scheduled budget up to that time period (cumulative
BCWS), the total projected budget for the work that has actually been performed up to thas
time period (cumulative BCWP), and the total budget actually spent up to that time period
(cumulative ACWP). The three amounts are plotted at each time period along the verticz!
axis, with time across the horizontal axis. The points are then connected to make a smoots
curve (see Figure M2.7). Note that the cumulative BCWS curve extends from the lower-le&
corner, where no money has been budgeted to be spent before the beginning of the project, w
the upper-right corner, where all the money is budgeted to be spent by the end of the project.
When the cumulative BCWP curve lies above the cumulative ACWP curve, then the project
is running under budget. Alternatively, if the cumulative ACWP lies above the cumulative
BCWP curve, the project is running over budget, and the project manager needs to under-
stand why. Similarly, if the cumulative BCWS lies below the BCWP, the project may well be
running ahead of schedule. Alternatively, if the BCWS lies above the BCWP, then the amount
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that the project manager expected to spend up to that time period is less than the amount
actually being spent, and the project may be behind schedule. In Figure M2.7, the project
was initially running under budget but is now running considerably over budget. It was also
initially behind schedule, but is catching up.

A performance analysis report presents cost and schedule variance in a tabular form. This
report is usually generated on a monthly basis, although, depending on the complexity of the
project, it could be done more or less often. The report includes two tables, one with informa-
tion about performance in the current time period and the second with information about
cumulative performance. The first table presents five pieces of information for each category
of expenditure: the amount budgeted for this time period (BCWS), the amount budgeted for
the work performed (BCWP), the amount actually spent in the current time period (ACWP),
and the schedule and cost variance. The second table repeats this format, providing cumulative
information. .

Again, the project manager should be concerned when the performance analysis report
indicates negative cost or schedule variances. In some cases, project variances may be related to
scope creep—the expansion of the project requirements beyond the original plan due to small
changes that are made over the course of time. Those seemingly small changes can add up to
big differences in the scope of a project, so keeping track of them is essential. In some cases it
may be appropriate to renegotiate the terms of the project, so it is critical for project managers
to have solid data to justify any request for changes in resource allocations or deadlines.

ANALYSIS Planning a Training Course

Objective

Directions

This exercise asks you to analyze the tasks in a project using the tools that we discussed in this chapter.

Read the following scenario:

Congratulations! You have your first project manager assignment. You were asked to be the project
team leader for the team that is going to design a new management training course in your organization.
Here is the background information:

Last week your boss found your copy of Becoming a Master Manager sitting on your shelf and
decided to borrow it. After reading through the book, your boss shared it with the head of the Training
and Development (T&D) unit, and they both agreed that it would provide an ideal foundation for the
new management training course that was being discussed. Even though you do not know much about
training, they decided that you would be an ideal project manager for the team designing the training
since you are familiar with the framework. After receiving the assignment, you met with the head of
T&D and agreed on a few basic concepts regarding the training program: (1) The program should run
either one week or two; (2) the curriculum should be accompanied by two types of evaluation, one based
on participant reaction and one based on the actual changes in work behavior when the participants
return to the job; (3) the project team should conduct a needs assessment (i.e., you should interview man-
agers) in the three divisions that will be the heaviest users of the training program to determine what they
would like to see included in the curriculum; (4) you should develop some new cases or exercises based
on the outcomes of the needs assessment; and (5) you should set up an advisory committee of upper-level
managers from across the organization to approve the curriculum and the evaluation instruments.

Fortunately, you have some good people in your team from the training unit, and after meeting
with them a few times, they volunteered to put together an initial schedule. This morning you found
a memo on your desk explaining that they had developed a schedule based on a proposed list of activi-
ties with estimated times and a PERT/CPM analysis. The memo indicated that the list of activities, the
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that the project manager expected to spend up to that time period is less than the amount
actually being spent, and the project may be behind schedule. In Figure M2.7, the project
was initially running under budget but is now running considerably over budget. It was also
initially behind schedule, but is catching up.

A performance analysis report presents cost and schedule variance in a tabular form. This
report is usually generated on a monthly basis, although, depending on the complexity of the
project, it could be done more or less often. The report includes two tables, one with informa-
tion about performance in the current time period and the second with information about
cumulative performance. The first table presents five pieces of information for each category
of expenditure: the amount budgeted for this time period (BCWS), the amount budgeted for
the work performed (BCWP), the amount actually spent in the current time period (ACWP),
and the schedule and cost variance. The second table repeats this format, providing cumulative
information.

Again, the project manager should be concerned when the performance analysis report
indicates negative cost or schedule variances. In some cases, project variances may be related to
scope creep—the expansion of the project requirements beyond the original plan due to small
changes that are made over the course of time. Those seemingly small changes can add up to
big differences in the scope of a project, so keeping track of them is essential. In some cases it
may be appropriate to renegotiate the terms of the project, so it is critical for project managers
to have solid data to justify any request for changes in resource allocations or deadlines.

ANALYSIS Planning a Training Course

Objective

Directions

This exercise asks you to analyze the tasks in a project using the tools that we discussed in this chapter.

Read the following scenario:

Congratulations! You have your first project manager assignment. You were asked to be the project
team leader for the team that is going to design a new management training course in your organization.
Here is the background information:

Last week your boss found your copy of Becoming a Master Manager sitting on your shelf and
decided to borrow it. After reading through the book, your boss shared it with the head of the Training
and Development (T&D) unit, and they both agreed that it would provide an ideal foundation for the
new management training course that was being discussed. Even though you do not know much about
training, they decided that you would be an ideal project manager for the team designing the training
since you are familiar with the framework. After receiving the assignment, you met with the head of
T&D and agreed on a few basic concepts regarding the training program: (1) The program should run
either one week or two; (2) the curriculum should be accompanied by two types of evaluation, one based
on participant reaction and one based on the actual changes in work behavior when the participants
return to the job; (3) the project team should conduct a needs assessment (i.e., you should interview man-
agers) in the three divisions that will be the heaviest users of the training program to determine what they
would like to see included in the curriculum; (4) you should develop some new cases or exercises based
on the outcomes of the needs assessment; and (5) you should set up an advisory committee of upper-level
managers from across the organization to approve the curriculum and the evaluation instruments.

Fortunately, you have some good people in your team from the training unit, and after meeting
with them a few times, they volunteered to put together an initial schedule. This morning you found
a memo on your desk explaining that they had developed a schedule based on a proposed list of activi-
ties with estimated times and a PERT/CPM analysis. The memo indicated that the list of activities, the
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Reflection

PERT/CPM network diagram, and a proposed schedule were all attached to the memo, but all you could
find was the following list of activities with time estimates:

Estimated time
Activity Description (in weeks)
1,2 Track literature on evaluation 4
1,4 Set up steering committee 1
1,5 Develop needs assessment questionnaire 2
2,3 Develop reaction evaluation instrument 1
2,10 Dummy activity 0
5,11 Dummy activity 0
49 Meet with advisory committee to discuss curriculum 1
5,6 Conduct needs assessment in first division 4
5.7 Conduct needs assessment in second division 2
5,8 Conduct needs assessment in third division 2
6,9 Analyze data and develop cases and exercise 3
7.9 Analyze data and develop cases and exercise 2
8,9 Analyze data and develop cases and exercise 2
9,10 Develop first draft of curriculum 10
10,11 Develop behavior evaluation instrument 3
10,12 Advisory committee reviews curriculum 2
11,13 Advisory committee reviews evaluation instruments 2
12,14 Curriculum revisions based on advisory committee input 2
13,14 Evaluation revisions based on advisory committee input 1
14,15 Conduct two pilot training courses 4

When you tried calling the team members who drafted the memo, you were told that they were away for

the

on.

next two days at a training conference and no one else knew anything about what they were working
You have a breakfast meeting scheduled with your boss and the head of the training unit tomorrow

morning to discuss the schedule.

1.
2

Based on the list of activities, prepare a PERT/CPM network diagram. What is the critical path?

Create a chart of earliest and latest start and finish times. Determine the critical path. What is the
shortest time from start to finish?

What are your current scheduling concerns? Assuming that you do not have unlimited resources.
make a few suggestions for resource leveling and set up a Gantt chart.

What concerns do you have about internal and/or external integration? How do you think you shoulc
handle these concerns?

Manually working through examples may seem unnecessary, given the availability of computer software

for

project management, but working through problems helps project managers develop a clear under-

standing of the fundamental planning and scheduling concepts on which the software is based. Thas
conceptual understanding is critical for managers, particularly those who wish to obtain credentials i=

the

area of project management from the Project Management Insticute (PMI). Five different credentizls

can be earned from PMI. For each credential, applicants must meet the education and experience require-
ments and pass an examination.
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PRACTICE The Job Fair

The previous exercise gave you the chance to apply some of the tools of project management, but often it
is coming up with the list of tasks that is the most daunting part of the project manager’s responsibilities.
This exercise asks you to take a step back and figure out on your own what tasks would be required to
complete a complex project.

Complete the following tasks:

1. Read the following scenario:

The president of the student association has asked for volunteers to organize a job fair, to be held
in conjunction with the annual meeting of the Regional Management Association, and you think this
is a great opportunity to try out your project management skills. The job fair was discussed during the
last meeting of the student association, and there was a general consensus that

* The job fair should take place during the first morning of the annual meeting.

* It should provide an opportunity for graduating students to meet potential employers and vice
versa. Therefore, potential employers in the private, public, and nonprofit sectors will be invited.

* Organizations (potential employers) will be expected to “rent” a table so that they can advertise
their organization.

e Students (potential employees) will be expected to submit an updated résumé to be placed in a
résumé book that will be distributed at the job fair to all organizations that rent a table.

e The job fair is three months away.

2. Write a list of the activities that need to occur in order to make the job fair a success. (Here are some
major tasks to keep in mind: advertising the job fair, contacting potential employers, organizing the
résumé book and getting it printed in advance, arranging for the setup of tables. You may think of
others.)

3. Create a work breakdown structure.
4. Propose a Gantt chart.

In addition to the project planning and scheduling tools discussed in this module, don’t forget to take
advantage of other resources—particularly existing knowledge. Although planning a job fair might be a
brand-new task for you, staff members in the career services office at a college or university are likely to
be well versed in organizing these types of events and may be happy to share their knowledge with you
over a cup of tea. We will talk more about brainstorming and the value of personal networks for gathering
information and assistance in Module 4.

APPLICATION Managing Your Own Project

Now that you have some experience using project management tools and coming up with task lists, it is
time for you to tackle your own project.

Choose a complex project or a program in which you are involved at school or work, or in a community
organization to which you belong. If you cannot think of any such projects, think about a complex pro-
ject you would like to undertake, such as organizing a fund-raising event for a nonprofit organization that
you think does good work.

Write a proposal designed to convince other people to support your project. Start with a brief
description of the project and what you consider to be the most challenging aspects of its planning. Then,
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PRACTICE The Job Fair
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Reflection

Objective

Directions

APPLICATION Managing Your Own Project

The previous exercise gave you the chance to apply some of the tools of project management, but often it
is coming up with the list of tasks that is the most daunting part of the project manager’s responsibilities.
This exercise asks you to take a step back and figure out on your own what tasks would be required to
complete a complex project.

Complete the following tasks:

1. Read the following scenario:

The president of the student association has asked for volunteers to organize a job fair, to be held
in conjunction with the annual meeting of the Regional Management Association, and you think this
is a great opportunity to try out your project management skills. The job fair was discussed during the
last meeting of the student association, and there was a general consensus that
® The job fair should take place during the first morning of the annual meeting,

e It should provide an opportunity for graduating students to meet potential employers and vice
versa. Therefore, potential employers in the private, public, and nonprofit sectors will be invited.

* Organizations (potential employers) will be expected to “rent” a table so that they can advertise
their organization.

e Students (potential employees) will be expected to submit an updated résumé to be placed in a
résumé book that will be distributed at the job fair to all organizations that rent a table.

© The job fair is three months away.

2. Write a list of the activities that need to occur in order to make the job fair a success. (Here are some
major tasks to keep in mind: advertising the job fair, contacting potential employers, organizing the
résumé book and getting it printed in advance, arranging for the setup of tables. You may think of
others.)

3. Create a work breakdown structure.
4. Propose a Gantt chart.

In addition to the project planning and scheduling tools discussed in this module, don't forget to take
advantage of other resources—particularly existing knowledge. Although planning a job fair might be a
brand-new task for you, staff members in the career services office at a college or university are likely to
be well versed in organizing these types of events and may be happy to share their knowledge with you
over a cup of tea. We will talk more about brainstorming and the value of personal networks for gathering
information and assistance in Module 4.

Now that you have some experience using project management tools and coming up with task lists, it is
time for you to tackle your own project.

Choose a complex project or a program in which you are involved at school or work, or in a community
organization to which you belong. If you cannot think of any such projects, think about a complex pro-
ject you would like to undertake, such as organizing a fund-raising event for a nonprofit organization that
you think does good work.

Write a proposal designed to convince other people to support your project. Start with a brief
description of the project and what you consider to be the most challenging aspects of its planning. Then,
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using the planning tools presented in this competency (SOW, WBS, PERT/CPM, Gantt charts), show
how you would plan to complete the project on time and within cost. If there are important issues o
internal and external integration that will affect the success of the project, discuss how these issues wit

be handled.

Planning a complex project is typically not something that is done in a single session and then cast i=
stone. Many issues may arise that cause implementation activities to deviate from the original plan. The
more complex the project, the more opportunities there are for problems to emerge. The fact that many
projects fail to meet their objectives (Anantatmula, 2008) emphasizes the importance of project manags-
ment skills in organizations today.

Module 2 Competency 4 Measuring and Monitoring Performance

and Quality

Objective

Directions

Discussion Questions

Reflection

ASSESSMENT |dentifying Appropriate Performance Criteria

The first three competencies in this module focused primarily on different ways to accomplish tasks. Thi
competency addresses the metrics that are used to evaluate your performance toward achieving critica’
outcomes. In this exercise you will consider the performance metric associated with your current job.

Do the following:

1. Consider your current job, or if you are not currently employed, think about your job as a student
What are the most critical outcomes of your job—what are you actually trying to accomplish (c.2..
sell 1,000 cases of wine; create an award-winning advertising campaign; learn how to analyze financiz.
statements; earn an MBA, etc.). Write a short list with your answers:

2. Next, think about the tasks that you are asked to perform as part of your job. Jot down the typics
tasks you are asked to perform. For each task, identify which outcome from the previous list thar &
contributes to. Are those tasks clearly linked to the outcome that you are trying to achieve? Are som=
activities unnecessary, or even counterproductive, to your outcome goals? Circle or underline the
tasks that may be unnecessary or counterproductive.

3. Finally, write a brief description of when you receive feedback about your performance, as well as the
types of feedback that you receive. You may find it helpful to construct a simple diagram that inco=
porates a timeline to show when you perform different tasks and when you receive feedback.

Answer the following questions in a group or as a class:
1. How satisfied were you with your performance feedback prior to completing this exercise?

2. When considered in more detail, is the feedback that you receive specific and relevant to your task
and critical outcomes? Do you receive the feedback on a timely basis?

3. Did any of the feedback that you receive seem irrelevant to your critical outcomes?
4. Are there any things that you would like to receive feedback about that you currently do not?

In Module 1, you learned about the importance of regularly providing performance management feec-
back. Although providing feedback has been linked to better motivation and performance (as we shal
see in Module 3, Competency 3, Motivating Self and Others), lack of timely feedback is still a commo=
complaint in organizations. (One of us once submitted an annual self-evaluation in September and dic
not receive feedback from the dean until the following July!) One solution to the challenge of providine
timely feedback is to make performance criteria explicit and provide employees with methods to monizes
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their own performance. For example, rather than waiting until after the semester is over to get formal stu-
dent evaluation feedback, some faculty take advantage of web-mediated survey systems to gather student
perceptions early in the semester so they can respond to concerns when they arise, rather than after the
students have completed the course. Monitoring progress and providing feedback at frequent intervals
may add slightly to short-term costs, but the long-term benefits can be very worthwhile.

EARNING Measuring and Monitoring Performance and Quality

Establishing and maintaining stability and control depends on having effective measurement
and monitoring systems. For example, we count inventory to be sure there is enough on hand
to meet anticipated demand and to identify losses from spoilage or theft. We review medical
charts to see if patients have been given appropriate treatments. We record the number and
length of telephone calls a customer service representative handles in a day to evaluate his
productivity. We observe employees to be sure their appearance and behavior fit with our
professional norms. All these measures are relevant, but are they the most important things
to measure and monitor? This competency is designed to help managers find answers to this
surprisingly complex question.

DECIDING WHAT TO MONITOR AND HOW TO MEASURE IT

What happens when organizations fail to monitor the right processes and outcomes? Steven
Kerr (1975) addressed this question in his classic article, “On the Folly of Rewarding A While
Hoping for B.” Kerr provided multiple examples of situations where organizations were meas-
uring the wrong things, resulting in reward systems that actually discouraged employees from
achieving their stated goals! For example, telephone service representatives may be told that
their goal is to satisfy the customer. If, however, their compensation is based solely on how
many calls they handle in an hour, then they have an incentive to get customers off the phone
as quickly as possible.

In explaining why reward systems sometimes use measures that are inappropriate for
maximizing organizational efficiency, Kerr identified four causes. Two causes relate to the
characteristics of the measurement itself. First, organizations tend to be fascinated with “objec-
tive” criteria, rather than more qualitative subjective measures. Second, organizations tend
to overemphasize highly visible behavior. Both these causes are consistent with the idea that
organizations tend to measure what is easy, rather than trying to measure what is most rel-
evant. A third cause of inappropriate measurement, according to Kerr, is hypocrisy—where
the stated “goals” are not actually the true goals. Finally, Kerr suggested that sometimes reward
systems are designed to emphasize something other than efficiency, such as morality or equity.

More than 30 years after Kerr’s classic article appeared, organizations still make serious
errors when it comes to monitoring and measuring organizational processes and outcomes and
rewarding employees. The potential magnitude of this problem should not be underestimated,
as the recent near collapse of the global financial system can attest. Three of Kerr’s four causes
were relevant to that crisis.

First, during the early 2000s in the financial services environment it had become much
easier for originators to sell loans in the secondary market. These sales effectively transferred
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risk from the loan originator to a third party. As a result, it became more common w =
loans without appropriately measuring debtors’ ability to repay loans.

Second, because repayments were now going to another entity, it was easier to ==
people based on the amount of loans originated, rather than based on whether the loz=
actually repaid. These incentives, when combined with the elimination of regulations requs
documentation, led to an upsurge in so-called liar loans—Iloans that did not require any &=
mentation to verify income. The only measures that mattered were the number and amas
of loans originated, which were easy to measure because they were objective and visible.

Finally, hypocrisy also came into play because the true goals were focused on incre=
the amount of fees generated by originating and selling loans, rather than on making
only to clients who could afford to repay them.

Not surprisingly, the profound lack of control in the financial industry had major =
tive repercussions that are still being felt, and new regulations are being formulated o =
these types of problems in the future. In the United States, critics of banking deregulation
pointed to the 1999 repeal of portions of the Glass-Steagall Act of 1933 (enacted follow
the Great Depression to reform the banking system) as a key factor in the crisis and now
seeking new banking regulation. In the UK, the Financial Services Authority issued new =
in October 2009 to eliminate self-certified (“liar”) loans (Collinson & Jones, 2009).

DEVELOPING A HIERARCHY OF MEASURES

It seems that there is an endless array of options for measuring organizational perform:
(Choong, 2013). Yet by honing their understanding of measuring performance and qus
managers can play an important role in helping identify measures that are most closely =
with the critical outcomes for the organization, some of which are more precise than o2
For example, companies often substitute surrogate measures for exact measures of achicves
because of the costs associated with the measurement process. Surveying customers o &
whether they feel that service quality has improved is more costly than inferring improvess
in service quality based on decreasing numbers of customer complaints. Because not all cusy
ers who are dissatisfied complain, however, this proxy measure may miss important informas

To help organizations develop a comprehensive set of indicators that measure prog
and achievement, many thought leaders argue that a balanced approach to measurems
important for achieving a holistic sense of organizational performance. Paul Walsh (2|
describes how to do this through a measurement hierarchy. Based on the work of Ba
Simons (2000), Walsh first classifies measures based on the characteristics of objectivity. ¢
pleteness, and responsiveness.

= Objective measures can be verified independently, in contrast to subjective measures tha
dependent on personal judgment.

= Measures that capture all of the attributes that are relevant in defining performance are
sified as complete; the fewer attributes captured, the less complete the measure.

= Measures are considered responsive if the manager can act to influence the measurz
more direct and powerful that influence, the more responsive the measure.

As an example, share price is an objective measure, but because other factors s
interest rates and investor sentiment also affect share price, it is not a fully responsive =
ure (Walsh, 2005). Ideally, organizations would define measures that were objective. |
plete, and responsive. In reality, objective measures often are not complete because the




