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I. Overview

One of Hartnell College’s goals for your Summer 2007 internship is to encourage your understanding of project management.  A project can be described as "endeavor with a starting point and an ending point in which a product or service is created or put in place."  

Some of you will be working as a team with other interns from Hartnell at the same location. Others will be working individually at your location. You can use the principles of project management either way; if you’re working individually, just consider yourself a team of one. Throughout this guide, teams are described as if they have multiple members. If you’re a one-person team, you can omit the parts that don’t apply to you (for example, you don’t need to write up how you’re going to communicate with yourself!).

Much of project management is learning how to work together efficiently and effectively as a team.  As Sidney Sun, the assistant director for Life Sciences at the NASA Ames Research Center, said to a group of visiting students from Hartnell, the most important thing to learn is "how to write...how to communicate...(and how to) work as a team." 

In order to be effectively carried out, every component of the project should be carefully planned and documented.   Thus, one of the first tasks in your project is to work together as a team to write a project plan, using this Guide as an aid.  Please pay close attention to the vocabulary (indicated in bold italics) in this Guide since, in the process of writing the plan, you may find it useful to incorporate some of this vocabulary into your document.

 

The components of your project plan document will include: 

· Scope Management Plan 

- define and set main objectives for the project

· Staffing Management Plan

- define and assign roles for all persons or groups involved in the project 

· Schedule Management Plan
- create a task list

- determine the approximate duration of each task

- assign a person or group to the task

· Communication Management Plan
- create a contact list of team members and other people with a stake in your project


- determine the best method of communication

· Quality Management Plan 


- set up meeting times to discuss challenges, difficulties, suggestions, 


  and progress of the project

· Risk Management Plan 


- discuss potential risks in the project 


- discuss response methods to address problems when they occur

Although you will be using your plan to guide you during the summer, you may decide to make changes to it.  This is perfectly reasonable and realistic since no project is 100% set in stone.  The project plan should be seen as your initial and best attempt to define and set guidelines for you to follow in your project.  However, it is important that if you do decide to make changes to the plan, you need to document the changes and inform anyone else who’s affected before implementing them.

II. Scope Management Plan

In this section, you will first identify the strategic initiative of the program.  The strategic initiative is the main goal for implementing the project.  What is the most important outcome that should occur as a result of your project?  After defining the strategic initiative, you will then list several objectives that will help you support your strategic initiative.
Your scope management plan should also specify the deliverables of the project – that is, the tangible results are supposed to be produced. For example, the deliverables might include experimental results, documents, or presentations.

III. Staffing Management Plan

An important component of any project is to define the roles and responsibilities of all the people who are involved in the implementing the project.  In your staff management plan, you must discuss the roles of the team members who you will be interacting with, your supervisor or supervisors, and the advisors at Hartnell College who will be mentoring you.

Some roles are filled automatically; for example, you’ve been told who your supervisor is going to be. For other roles, there may be some leeway to select the person who fills the role. For example, when several interns work together on the same project, as at the Fremont Peak Observatory, they can define team roles and then fill them from within their ranks.

The process for assigning a team member to a role can be any that is agreed upon by the team.  For example, you may all agree that it should be an informal process whereby if a person volunteers for the role, they automatically assume the role, or you may want to formalize the process and put it to a majority vote, etc.  In any case, you will document the selection process that you decide upon in this section.

Here are some roles that would be appropriate when several interns are working together as a team. Depending on your own circumstances, you may define fewer roles. If you’re managing only yourself, then you will be your own chair, secretary, and communications liaison! You may include additional responsibilities to the roles, or define additional roles, as your team deems necessary. 

· Chair. The chair of the internship team shall be responsible for calling and overseeing the team meetings.  The chair shall also assume responsibility for ensuring that everything runs smoothly in the program.
· Co-Chair. The co-chair will assist the chair with the responsibilities and will preside over team meetings when the chair is absent.  
· Secretary. The secretary will be responsible for taking and distributing notes and any handouts during the meeting.
· Communication Liaison. The communication liaison will be responsible for communicating with internship supervisors and Hartnell advisors about the team’s progress and plans.  If there are changes to the schedules or meetings that will be held, the communication liaison will be responsible for informing all involved parties.
Once you have decided on the roles and have selected the individuals who will assume them through the agreed upon selection process, you will outline the roles and responsibilities of all individuals or groups involved in the program in the staffing management section.  This section should also include the name of the individual who was selected for the role.

IV. Schedule Management Plan

This is the heart of your project management plan. As the name suggests, it consists of a schedule that shows what each member of the project team should be working on at each stage of the project, from the beginning to the end.

Your schedule will consist of a list of tasks and milestones.

A task is simply an activity within the project that has a beginning and an end, such as “Document project requirements” or “Design bridge main span”.

Unlike a task, a milestone has zero duration and doesn’t have anyone assigned to complete it. It simply indicates that a key part of the project is finished or is about to begin, such as “Training completed” or “First prototype ready for testing.”

At a minimum, your schedule should:

· List the tasks that must be carried out in order to meet the assigned project objectives.

· Give the approximate duration for each of those tasks.

· Indicate who is assigned to complete each of those tasks. If other resources, such as pieces of equipment, are required for a task, indicate those resources too.

· List the project’s milestones. Any fixed dates or deadlines that affect your project should be included as milestones. For example, if you’re told you’re giving a presentation on July 20, that should appear as be a milestone on your schedule.

The durations of each task should be supplied by the team member(s) who will be working on the task.

In some cases, one task cannot be started until one or more other tasks are complete. (For example, in building a house, you can’t put on the roof until the walls are up.) In those cases, we refer to the tasks that must be completed first as predecessors of the task that comes after. Your schedule should list the predecessors, if any, of each task.

Scheduling software, such as Microsoft Project, can be very useful for entering and displaying this kind of information, but you can also do it in a spreadsheet program such as Excel.

V. Communication Management Plan

This section of the project plan describes how the team will communicate. You will be communicating among yourselves (internal communication) as well as with your supervisor or supervisors, and you need to think through and document both forms of communication. Your supervisor(s) may tell you how you are to communicate with them.

Some suggestions are:

· Create a list of team members, with contact information for each.

· Discuss communication as a group, and decide what your preferred method of communication is (email, phone, etc.).

· Consider putting up a project web site with the project plan, pictures, or whatever else is of interest to the team in general. If you do so, remember to consider privacy issues; in particular, it’s not a good idea to publish people’s contact information on a public web site.

VI. Quality Management Plan

In this section of your project plan, you need to describe how you will achieve high quality outcomes for your project goals. In other words, this is your strategy for excellence.

One part of your Quality Management Plan should be a statement of your goals with respect to quality. These should be goals that you can measure. For example, instead of something vague like “do a good job at the Public Night programs,” you might say “achieve ratings of good or excellent on at least 80% of comment cards at the Public Night programs.”

Of course, no matter how well you plan a project, not everything will go according to plan, so your Quality Management Plan should also describe your process for dealing with challenges and difficulties. For example, you may consider setting up regular meetings to discuss the progress of the project, to discuss challenges and difficulties, and to take suggestions for improvement. Every project in history has had things go wrong, so there’s no shame in that; the important thing is to respond appropriately to problems when they occur, and to use them as opportunities to learn what to do (or what to avoid) in the future.

VII. Risk Management Plan 

In this section of your project plan, you need to describe how you will deal with risk on your project. As discussed in the preceding section, it’s almost certain that some things will not go as planned on your project. A team member may be unable to attend at a critical time, a piece of equipment may malfunction, and so on.

Your risk management plan should include:

· A list of reasonably likely problems that could arise.

· A strategy for dealing with each of those problems if it does arise.

For a team giving presentations, an example of a reasonably likely problem would be that a team member is ill when he or she is slated to be a presenter. One strategy for dealing with that problem would be to cancel the presentation, but that would not be a quality outcome! A better strategy would be to have a backup person who’s prepared to give the presentation if necessary.

Your Risk Management Plan is related to your Quality Management Plan in that both deal with your response to unexpected issues. The difference is that the Quality Management Plan discusses your general process for anticipating and dealing with issues, while the Risk Management Plan describes actual responses to certain specific issues.
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