PMSEP4 “Shared Experiences”

Developing a Case Study

Lynn Baroff

Our objective – to develop a case study to be used in training future project leaders:

· Case must focus on actions of the project leader, and related to human situations

· Case must bring out important principles that can be taught to others (generalized)

Our method –

· Small groups discuss real experiences related to project team leadership situations, pick one or mix them, and create an outline for a case

· Small groups present their cases to the whole group, for discussion and possible revision or enhancement

· Whole group may merge parts of the cases, sequence them, or fictionalize them to generalize

· Whole group summarize the entire case – principles taught, questions to ask potential students, value presented to the students

Case study topics (examples)

· Forming and organizing the project team – finding the right people – “enrolling” people in the project work

· Collaborative work – planning or designing collaboratively – measuring or valuing personal contribution

· Solving conflicts – internal or external conflicts – changes in project requirements

· Changes in the project team – adding or losing people – changing roles – letting others lead

Case study #1 

Background:

· Existing program with positive heritage

· Desire for quicker access to space

· Desire to train future leaders

· Mega-project split into numerous smaller parts

· Some parts modified to Principal Investigator mode (including yours)

· PI controls reserves, both dollars and schedule

And:

· Pool of talent constrained (hiring freeze for past 6 years)

· Contention for talent, skills mix and dollars

· Schedule compression

· Lack of project “sex appeal”

· Unresolved ownership of budget (since breakup)

Your matrix:


Science
Engineering
Mission Ops
Etc.

Project A





Project B





Project C





Etc.





Define “pro” and “con” of matrix organization:

Pro

· Cross-pollenization of ideas

· Flexibility for institution

· Cost effective

· Range of experiences available

· Individuals are strong in their fields

Con

· Line manager doesn’t see work of individuals (performance appraisal difficult)

· Individuals lose touch with peers in their disciplines

· Individuals are “double” or “triple booked”

· No accountability

· Projects compete for best people

The case problem:

Two projects at different levels of development are sharing one engineer (50/50).  Both have critical requirements in the same time frame, requiring all of the engineer’s time.  Other engineers are available, but they are not as experienced as the one currently working on the project.  You are one of the project managers – what do you do?

Functional management, with center management support, wants to take your key engineer full time for a high priority project of their own.  You are the project manager – what do you do?  You are the engineer – what do you do?

Case study #2 

Background:

History of NASA budget cuts, especially at your center

Conflicts – some organizations get funding, others (similar size projects) don’t

Personnel is diminishing, we are losing expertise:

· Contracts have skill mix and salary ceilings

· Decreased benefits

· Market is competitive

· People lack adequate training for the work

· Knowledgeable people are retiring

· Hiring freezes

· Not enough challenging assignments

· NASA is re-engineering systems without adequate verification of the new process

Your project – a major mission with high visibility

Your spacecraft must have controlled re-entry at any point in time – it’s big and will re-enter next year

You have power problems – no rcdr’s – noisy gyro

You have the following staffing profile:


Last year – 
14 FTE in Ops




2 FTE in Flight Dynamics




3 FTE in  Flight Software


Next year --
6.5 FTE in Ops




.7 FTE in Flight Dynamics




1 FTE in Flight Software

The case problem:

There is an aging spacecraft past its prime mission in low earth orbit.  This spacecraft is one of the great observatories, thus it is still highly visible to the public.  It requires controlled re-entry because it will impact the earth.

Budget reductions have resulted in downsizing the operations team.  There were approximately 30 people at launch (1991), but last year the number was reduced to 19.  Presently, there are 8 operations people on the mission.

A spacecraft attitude control anomaly occurred in August last year.  Re-engineered flight dynamics ground systems cause an error in the solar ephemeris table uplinked to the spacecraft.  This caused the spacecraft to gradually lose attitude control.  An inadequate number of experienced personnel were available to work on this problem, and there were lengthy delays in solving it.

You are the project manager – what do you do?

Case study #3

Background:

· Project scope is defined – design and development of a new low-cost rocket engine

· Project leader is selected

· Accelerated schedule is defined – 36 months from development to launch tests

· You must implement the project using an integrated product team (IPT)

· Budget is capped

· This is a high-priority project for the center, approved by the center director

The first case problem:

Define the project personnel you need for this project, and the process for acquiring them.

1. Understand personnel required for project (find a mentor for yourself to help you)

2. Define team diversity in specialized skills (work with the functional organizations to do this)

3. “Compete” for project team members through involvement with functional management

4. Define and defend your personnel choices and negotiate with functional management

5. Assign core team members to roles

6. Matrix other team members

The second case problem:

Outline the first team meeting.

1.  Present project overview – ask team to help define:

Project objectives

Project description

Project goals

Resources 

Obstacles

Schedule

Perceived risks

Design criteria

Success criteria

2.  Develop vision of team – structure, organization, relationships

Make sure they know they were requested

Empower team

Agree on norms (respect, on-time, commitment, honesty, etc.)

Agree on expectations (work, meetings, communication, work life, rewards)

3.  Verify skills with team members

Agree on roles individuals will play

Make sure skill mix will satisfy objectives

Validate capabilities with each other

Identify any special training needed

4.  Identify project milestones and create closure

Actions

Meeting frequency

Next meeting

