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Introduction 

Nowadays, the word project appears as overused. There is a visible tendency of organizing various activities under this umbrella. Could this be just a simple trend? Or is it something special about projects? 
Many people are involved in different kinds of projects. A special field is the education. A vital component of the society is represented by the participants to educational activities. Teachers, pupils, students are nowadays involved in many projects. 
The relationship between education and development is a two-way road. On one hand, the socio-economic development implies important transformations in educational field, but, on the other hand, the human abilities discovered and enhanced by education offer solutions for the future global problems. 
The present paper addresses the organization, development and management of educational projects from a practical point of view. Instead of splitting the theoretical aspects and concrete applications, the structure of this dissertation paper follows the classical phases of any project. 
The first part introduces the main idea of the paper, that of realizing a project that helps other projects. A project plan is drafted. 
The second part deepens the ideas presented in the first chapter and details specific procedures and techniques applicable to the area of educational projects. The execution phase of our project deals with important issues in project field: setting up, managing and analyzing. 
The final part, the completion, resumes the main characteristics of project designing, again insisting on practical issues. Special sections are dedicated to analyzing, evaluating and presenting the results. In the third part we also draw conclusions 
We should emphasize on the fact that this paper is intended as a practical approach. The project idea is presented at the beginning but the details are filled in the second and third parts. We should specify that choices of techniques have been made for this specific project. Moreover, in order to simplify the wording we have designated ‘educational project’ by ‘project’, especially in the second and third parts of the paper. 



Part One 

Project Preparation 

Company Name and Mission Statement 

The name of our company will be Torpeic. 

Mission statement 

The mission of Torpeic is to provide field leadership in provision of consultancy for Educational sector. The firm’s principle objective is to help the participants to the educational projects to develop projects in a professional manner. 

The Team 

There are many fields to be covered when speaking about educational projects. Torpeic will have a team formed by specialists in project management and designing, but also young academics and students. 
The highly specialized staff will mostly consist of consultants. They will be professors with experience in developing educational projects. They need not to be hired on a permanent basis, but their contribution is crucial. We look for expertise in various educational fields, and we bring to our team 

Market Summary 

Nowadays we can notice an abundance of project proposals in education. The number of developing projects is highly surpassed by the number of proposals. We expect that in the future the market for educational project to continue to flourish. 
In our best knowledge, there are no similar initiatives on the Romanian market. By this we refer to the fact that there is no company that has as a main object of activity similar to ours. However, we might expect for competition in the future, as it is obvious that undertaking projects cannot be done empirically. 
We restate out objective that Torpeic should represent the leader in this fresh market. 

The Opportunity 

There are many people interested in developing educational projects. Even when they have innovative ideas, they frequently try to plan using empirical methods. This strategy proves inadequate, especially when they apply for external financing. 
There are many opportunities of financing educational projects. We stress upon the fact that international financing is also available. More important, in order to obtain such grants, large sets of conditions have to be fulfilled. It is important to acknowledge that it is impossible to prepare for submitting your project for getting financial support just by filling some forms. 
In our experience we have encountered a lot of examples of interesting ideas that could not turn into projects, because lack of professionalism in preparing the proposal. Many academics want to link research projects with educational ones, keeping in mind that the first ones can get benefits from conducting the other kind of projects. Another example of educational projects is the implementation and modernization of teaching techniques. A ‘simple’ project like “Use of computers in teaching mathematics” can prove to be difficult to gain a bid for a grant. No one should suppose that someone who teaches mathematics and has ideas about improving their teaching methods should also be able to present a coherent budget, or to design a project plan. 
All these ideas enable us to think that they are many opportunities for a project like Torpeic. 

Business Concept 

Torpeic is a project that helps other projects that need help in management or develops new projects from the beginning. The clients are people who want to deal with projects in a professional way. 
The key is the quality of our services that is ensured by the highly qualified staff. One of our ideas is to apply highly specialized methods in developing projects, or in getting them back on track if that is the case. 
Since our organization will benefit from the input of professors with vast experience in project management, organizing and project planning and design, alongside with young specialists, our clients will benefit from a mix of experience and enthusiasm, enhanced by our care for addressing the need of the client. 

Competition 

As described before, small or none competition exists in Romanian market. Nevertheless we shall permanently monitor the possible competitors, as it is our goal to be the leaders in this sector. 

Resource Requirements 

From the point of view of technology, we shall need computers and also specific IT tools, like Microsoft Project. 
As resource requirements we shall mention the financial ones who will initially be sustained internally. As the organization will grow in size, external funding should be considered. 
One of the ways to address the issue of external funding would be to submit projects in order to obtain European funds or grants. As we are always prepared to offer financing solutions for other people projects, there will be an easy task to obtain them ourselves. 
Speaking of the financial issue, we have to note the fact that at least one person of our team will deal exclusively with such problems, gathering information, keeping an up-to-date record of available sources provided by national and international organisms. 

Risks and Rewards 

The risks that Torpeic could face are the same of an ice-breaker project. Since the envisaged sector is new, it could prove difficult to find clients, at least at the beginning. We shall cope with this risk by promoting directly to possible clients, as we already know the segment that our project addresses to. The promotional efforts will concentrate at the start of the project. One of our goals is to create and maintain a reputation of professionalism and care for the needs of the client. 
We shall involve the students and young specialists in all projects, since we try to develop formative activities. The development of skills and gaining experience will constitute as important goals of our team. 
We expect high pay-offs which will help us develop the organization. The pay-off will be proportional with the ‘dimension’ of the clients. Most clients will prefer to pay for professional help instead of gambling with their ‘hand-made’ project proposals. 

Key Issues 

In the near term, we shall concentrate on creating awareness and gaining recognition. On the long run, we shall envisage developing the organization while maintaining high standards in the relationship with our clients. One of the keys to success is the permanent preoccupation for the needs of the client. 

Part Two 

Project execution 

Setting up the project 

Getting organized 

Before getting into details of setting up a project, one should collect together all the work that has been done to date. In order to do that we should establish a project filing system and project diary or notebook. This is not a complicated exercise, but it is well worth doing, as otherwise it will become increasingly difficult to manage the project, as an amount of information and paperwork accumulates. This demonstrates for the management team, clients and assessors that one has adopted an organized and efficient approach to the project. 
We shall adopt the following filing system: 
• Background documents. The individuals are advised never to throw anything away. Background documents will include such things as the initial research, and checklists used, plus correspondence from the clients and the managing team. 
• Project start-up documents. This will consist of formal proposal documents, i.e. Project Brief, Project Initiation Document. 
• Project plans. We advise for keeping close at hand of a copy of the latest project plan, together with any previously issued plans. When writing the final report on the outcomes of the project it is important to have evidence of how the project progressed against the plans produced. 
• Literature search results. One should be rigorous about recording data, references and search results. 
• Project development documents. This is likely to be the largest and most important section in the filing system, as it includes all the key deliverables, with the exception of the implemented project. 
• Fact-finding results. This is the input to the analysis of project requirements, and will include workshop minutes, memos, completed questionnaires etc. 
• Project control documents. This section will build up as the project progresses. It will include risk logs, progress reports, issue logs. 
• Correspondence. There may be very little correspondence, but what there is should be carefully filed as it often has a significant impact on the project. 
• Draft reports. This will include draft sections from the final report, literature review, project presentations and any other required interim reports. Ultimately it will also include the completely final report. 
• Project handbook. It is always useful to have easy access to a copy of the project handbook. 
• Meeting agendas and minutes. For a group project it is important to keep and circulate records of all discussions and decisions. 
At the start of any project some of the sections described above will be empty, but we recommend that they are set up at the beginning. 
We mention the fact that it is advisable to avoid an over-dependence on the PCs or laptops. There is an increasing tendency to try to store everything in electronic format, just because this can be done. While the PC is a useful tool for such things as managing the project plan, creating reports and producing project models, there is little to be gained by scanning in the handwritten notes or printed documents. When a team thinks about how to file a document they should always ask themselves what would be the most efficient mechanism, rather than what would be the most technically impressive. The best answer will be a mix of computer files, notebooks and paper folders. 
Whatever mechanisms are chosen, one should take care to keep duplicate or back-up copies of all important notes and documents. It is the responsibility of the team leader to ensure the security of the work. 
In addition to organizing the documentation, one should set up a project notebook and diary, which should always be close to hand when carrying out any project-related activities, so that one can easily write things down as they occur. This should be relatively informal, and should include things such as: 
• A diary with brief notes on what has been done each day. This will prove useful in meetings with the management, or clients, and when writing the final report. 
• A regularly updated ‘to do’ list. 
• Questions for the management team, other team members, clients, together with follow-up actions for themselves. 
• Ideas on how to solve project issues, or address project requirements. 
• Notes on newly identified issues or risks. 
• Useful pieces of information, such as websites or software tools that one comes across in informal discussions. 
The other thing that is needed to organize as soon as possible is access to or acquisition of essential resources, such as computer equipment. While many of these things will only be needed later in the project, some will be subject to long lead times, or may be needed from day one. 

Project planning 

The main things that one needs to add to the Project Brief are details on how and when the project should be delivered. The project Brief gives us a solid idea of what the project is aiming to achieve. It will also have established some constraints, assumptions and milestones for input to the planning process. However, the Project Brief does not document how the team is planning to approach the development and research. Nor does it define what they plan to do on a day-to-day, or even week-to-week, basis. 
Diving straight into the first ‘doing ‘ activity without a clear idea of what tit should be done next is rather like setting out on a long journey without a clear idea of where you are going, what form of transport you will use, or the route you should take. If the journey is a familiar or a short one, one will not need to give these matters much thought, and will make the plans as the project develops. However, in undertaking new or challenging projects individuals are setting out on a totally unfamiliar journey. The project plan will act as a rote map to help for guidance, and without it, one will almost certainly get lost. 
We stress on the following objectives that a project plan should attempt to meet: 
• To ensure that all necessary project activities can be completed in time. 
• To establish what is needed to be done on each day. 
• To help in booking and scheduling necessary resources. 
• To identify when there is need to acquire certain skills. 
• To identify project dependencies and conflicts. 
• To demonstrate to the management team and to the clients that the project has been thought through. 
• To enable the team to track progress. After all, how else will anyone know if they are behind or ahead the schedule? 
• In a group project, to establish who will complete each task, and to let everyone know what they and other group members are doing. 
It is important to recognize that project planning is not an exact science. The reality of project execution will never exactly match the plans, no matter the experience accumulated. As the project progresses the team will find that tasks take longer or shorter than expected and they will encounter unexpected events. However this is not an excuse for sloppy planning, as the more intelligently constructed our plans are, the better able they are to adapt to change. This means that the team should monitor the plans carefully and adjust them from time to time. 
We may also be undertaking a project with a significant degree of uncertainty attached to it. These means that the team needs to make some working assumptions in creating the initial plans, which will then be replaced with the findings of the project as the appropriate stage is reached. This could have a serious impact on the plans, but if sensible assumptions have been made, one should be able to minimize the effect on the overall timescales. 

Creating a project plan 

Our project is not an industrial one. The industrial projects have very different needs. Often there are contractual or financial implications within industrial project plans, which need to be very tightly defined and which involve a significant amount of effort and time to produce. Besides the financial requirements that are listed by our clients, we shall always try to keep a fairly simple financial structure of our own organization. We should distinguish between these two aspects. The financial issues regarding undertaken projects should be treated with the utmost responsibility. 
Although the planning process set out below appears to be linear, it will in fact be an iterative process. As we undertake each of the planning tasks we shall answer to previous issues and problems as well as introduce new issues, such as timing conflicts. Most of the times, we find out that the first draft plan does not fit with the overall timescales, or that on closer inspection we have missed some interdependencies that need to be added. Finally, once we start our project proper, we shall need to monitor and make adjustments to the plan in the light of experience. 

Producing a task list 

In order for the undertaken project to be effective, one needs to identify small units of work that can be scheduled on a day-to-day basis. These are usually referred as tasks. 
A task is a piece of work that cannot meaningfully be broken down any further, but this is small enough to be estimated accurately. In the context of educational projects one cannot specify the length associated with a task. This duration depends on the complexity and on specific features of the undertaken project. To realize when a task has been identified it is useful to keep in mind the following ideas: the minimum time associated to a task should be such that all the details are handled properly and that the time is well managed; the maximum length should be such a period that if one spends more on a task they will not be able to estimate the task accurately. Very small tasks tend to be affected by the slightest changes, while large tasks will almost certainly be hiding lower-level tasks that one should be scheduling, investigating and monitoring in their own right. 
The classic way to arrive at a list of project tasks is to create a work breakdown structure. To do this, we should start with a list of the high-level phases of the undertaken project. Not all of the phases will be equal in size. It is not important to balance them, but it is important to ensure that we have covered all of the main phases of the project (one may also want to include the set-up phase if an early plan is produced). 
The next step is to break down each of the phases into the activities involved in each stage. Some of these will resemble the objectives listed in the Project Brief. At the second level, the work breakdown structure is likely to contain a number of activities that are still at too high level to estimate accurately. Some of the activities listed will span several weeks, and really be collections of lower-level tasks. Others will indeed be tasks, especially if their parent phase was short. 
One may need to go further than three levels of breakdown, but for most projects three levels will be sufficient. This corresponds to the three-level structure suggested by some of the most popular planning tools, such as Microsoft Project. 
The bottom level (end-leaves) of the work breakdown structure will represent a minimum list of tasks that we will need to plan for and carry out in the project. There are some activities that the work breakdown approach tends to overlook. These cover the tasks associated with the management and control of the project, including interim reports and presentations, and progress meetings. These must be added to the task list. 
A general rule of thumb says that tasks should take between 2 and 15 hours to complete, and that the task list should have an average of 6 hours. Following this rule, a 300-hour project will be looking at around 50 tasks (less then two sheets of A4 paper with one task per line). 

Adding timings to tasks 

Once we have a list of tasks we need to estimate how many hours of work each one will take to complete. It is important to differentiate at this point between the duration of a task and the number of hours of work involved. 
The team should be able to produce an initial estimate for most of the project tasks, based on previous experience. For other tasks one may need to consult with the management or consultants, discuss timings with the team members or examine past projects. In some isolated cases one may even be able to find some project-specific guidance from the literature search. As the work involved in completing tasks varies greatly from project to project, we should be careful and not take estimates blindly from previous projects or from articles. 
Some tasks can be very open ended. An example is the writing of the final report. For these tasks it may be appropriate to adopt a time-boxing approach, where we estimate the minimum time needed to complete them to an acceptable standard, and stick rigidly to that within the project. Without this approach one may find that tasks overrun badly, and we never seem to reach the end of them, causing effects to the rest of the project. 

Identifying task dependencies 

The next stage in constructing the project plan is to identify which tasks are dependent on each other, and therefore what sequence they should be carried out in. in some cases it is self-evident that one task is dependent on the other. A great number of ttasks will have interdependencies of this nature. Others will not be directly dependent on each other in obvious way, but may still have an optimum sequence. 
While most tasks will be dependent on at least one other task, they generally belong to interdependent sequences that are conducted in parallel with other sequences. For example, the tasks associated with investigating and defining requirements will be highly interdependent on each other, but will be totally independent of the tasks associated with other tasks. 
Task dependencies can be documented using an activity network, using simple notations. An activity network can be further enhanced to form the basis of the project plan, by adding start and end dates to each task. However, we choose to adopt a Gantt chart approach to both dependency documentation and scheduling, as explained below. 

Identifying planning constraints 

Before attempting to schedule the tasks we shall need to identify any constraints that we need to take into account in deciding when tasks can or should be carried out. The most obvious constraints are the milestones that we need to achieve in order to meet the requirements of the project. Such milestones will of course include the presentation date for the final report, but may also include interim report and presentation deadlines. 
The other main type of planning constraint concerns the availability of resources, including the time of team members. This is a critical area, and one that is sometimes overlooked. During the course of the project there will inevitably be times when the team members are not able to work on the project. It is therefore essential that we draw up a week-by-week picture of the time we will feasibly be able to spend on the various project tasks. Other resource constraints might include access to development tools, and these need to be noted down as milestones on which some of your project tasks will depend. 

Contingency planning 

Most project managers are hopelessly optimistic in assessing what they can get done in a set period of time. The reality of a project is that we shall suffer delays and setbacks, as few will take place in a laboratory where you can exercise complete control over your environment. 
In order to allow for task overrunning, and for events that delay us or introduce new work, we must build some contingency into the plans. There are three basic types of contingency, all of which we should consider using, depending on the nature of the task we are undertaking: 
• Task-level contingency. This is where we identify high-risk tasks and allow some additional time in our estimate to cater for possible overruns. We should use this sparingly, as many tasks and activities can be time-boxed to some degree without affecting the overall quality of the project. 
• Phase-level contingency. This is applied to the phase or to the whole project, and consists of building some slack time into the plan when scheduling the plan. 
• Alternative plans. Some tasks may have more time-efficient but less desirable alternatives that could be used if the project fails behind. 

Scheduling 

The final step in producing the initial project plan is the scheduling of the project tasks, so that we have a target star and end date for each task, and a complete picture of how and when the project is planned to be executed. Note that for group projects we will also need to allocate tasks to individuals, but this is dealt with in the following section. 
Usually scheduling should be relatively straightforward when dealing with small number of tasks with fairly simple dependencies. For projects that don’t fall under this description a tool like Microsoft Project should be used instead. 
The most effective way to schedule the project is to create a Gantt chart, by following the steps listed below. If using a project-planning tool, such as Microsoft Project, this job will be easier as some of this will be automated or prompted. 
• Create an unscheduled chart by listing the project tasks and milestones on the y (side) axis, and a date line on the x (bottom) axis. 
• Identify task and milestone dependencies using arrows or by making a note of the names of any predecessors next to each task. 
• Take each task in turn and establish the earliest date that it can start, according its task dependencies and preferred sequencing. Draw a bar to reflect how long its duration will be given the resource constraints (mainly the availability) of the relevant period of the project. 
• Double check that you are not over-committed, and that the plan has some slack time in it to allow for slippage. 
• Double check that the task sequence makes sense and that you are not planning to carry out too many tasks in parallel. 
• Verify that you can complete the project within the required timescales, and that you can achieve all of the external milestones. If the project appears to be overrunning, then review each task to ensure that you have allocated your time effectively, and that there are no periods when you are seriously underutilized. Also review your dependencies, in particular to check that you have not specified that tasks must run after one another, when in reality they can overlap to some extent. 
In a typical planning exercise, one should cycle through the above steps a number of times, and so a tool of some sort will be useful as it will make adjustments much easier to apply. However, one should beware of using the ‘auto-scheduling’ facilities that claim to generate an optimum plan. In reality they will apply strict parameters to the plan, and we shall find that we spend more time adjusting these parameters to our liking than we would have spent in manually scheduling the plan. 
If the plan has been adjusted to give the optimum utilization of the time and it still fails to fit within the project timescales, some hard decisions are necessary, ideally in consultation with the management team. If the estimations are correct and it is not possible to free up any more of the time, the only real answer is to reduce the scope of the project in some way. This could be difficult to accomplish because the clients or the management team could disagree to the proposed changes. 

Good teamwork is essential to the delivery of any group project, as without it the contributions of individuals will not be optimized or coordinated. 

Team organization and structure 

Our project is a group project, so it needs to be organized and managed carefully to ensure that all members are used effectively and that their needs, as well as the needs of the project, are satisfied. There are two parts to this. Firstly, the team must be set up correctly. Secondly, the team must be managed properly. 

Assigning responsibilities 

The first task in organizing the team is to establish the skills and objectives each member has. Depending on the project asking for consultancy, one or more teams will be assigned. Each team will choose a leader. This choice is crucial. The ideal leader would possess a high degree of organizational ability, be decisive but diplomatic, be technically and academically gifted, and have good people skills. The choice of the leader should be approved by the entire team of our project, in a general meeting (even the people that are not going to work on the specific project will be asked for opinion). The responsibilities of the team leader will include the maintenance of the project plan, the organization and possibly the chairing of team meetings, and on occasions arbitrating in disputes. The team leader should not see themselves as the only decision maker in the team, and they should not bully other team members. This will be considered as an inappropriate behavior for a project manager (which is what the team leader will be acting as). 
The size of each team will depend on the size and nature of the undertaken projects. Other key team roles should be assigned, such a secretary (responsible for minute-taking and filing, etc.), client contact, technical consultants. In most projects, there will be an opportunity for a number of team members to take part in most activities, but it can be helpful if one individual takes responsibility for coordinating a particular area. In our project, we shall encourage at the same time the individual work on various parts of an undertaken project, but also the correlation of the efforts. 
If there are roles that more than one person would like to take on, the team leader should consider sharing or rotating them between team members. This is the case especially when dealing with large projects. 
While not everyone in the team has to be assigned a specific team role, care should be taken to ensure that no one individual takes on too much responsibility. The team leader could need to take a slightly smaller “technical” role within the project, as much of his time will be taken up with management duties. On the other hand, the team leader will most certainly have the opportunity to make a full contribution through more technical roles during the execution of the respective project if he is not undertaking specific tasks at the beginning. 

Assigning tasks 

Once key responsibilities have been decided, the team leader will need to allocate project tasks to individuals. Most will be single person tasks, although, some of them may be carried out by the whole team. In a group project there are two basic approaches to task allocation: 
• Assign whole areas or parts of the project to individuals. This can be done by identifying self-contained areas of activity, such as literature search or project design, or by identifying functional parts of the final project that can be assigned to individuals. 
• Spread tasks around, so that everyone takes part in each type of activity 
In our organization we shall prefer a combined approach, since the members of the team are specialists in various domains, and will concentrate better in acquiring new information on given directions, but it is very important that . We encourage specialization, bearing in mind the communication and team work as methods of checking and spreading information. 

Managing the project 

The focus once again is on the management of educational projects, which could have different needs from those of industry. 

Working with the management team 

The management team is one of the most important support resources available for a team. The managers have three main roles: firstly they will act as project management consultants, secondly they will ideally be advisers in the field and finally they will be one of the project assessors. 
Regarding the first role, it should be noted that the topic-specific expertise of the management team is secondary to their experience and knowledge of how to conduct projects. 
The second area in which the real world conflicts with the ideal is in the amount of time the managing team has available to support a certain project. They are likely to be supervising a number of projects. This means that each team should be efficient and effective in the use of the managing team. 
Being efficient means ensuring that the team leader turns up promptly for meetings, that he (she) keeps the management team up to date on the project, and that he (she) documents things properly. Being effective means ensuring that the issues he (she) raises and discusses are important ones, that the team gives advance notice of issues they want to discuss, and that they prepare in advance for the meetings. Finally, it should be remembered that the relationship created with the management team will be critical to the success of the project. The team should be enthusiastic, show initiative, and work in an organized and professional manner. 

The role of the managing team 

First and foremost, each team should view the management team as advisors and critical reviewers of the work done. The kinds of things that a member of the management team may be able to do for a working team include: 
• Reviewing and agreeing the project proposal. 
• Reviewing project progress and future plans. 
• Reviewing project deliverables. 
• Providing guidance on potential solutions. 
• Advising on the project approach and the application of techniques and tools. 
• Discussing issues and potential changes to the project. 
• Suggesting ideas and new avenues of investigation. 
• Pointing out risks and issues. 
• Identifying and securing resources. 
• Advising on the handling of personal problems. 
• Reviewing draft documents. 
• Writing letters of introduction. 
• Providing references for employers. 

While there are many areas in which the managing team can provide advice and guidance, one should not fall into the trap of consulting them on every minor decision and issue. 
One of the key activities of the managing team is to critically review the work done. In doing so, they will highlight things that are done well and encourage the team to continue doing them, but they also will point out weaknesses, and make suggestions about how the things could be approached differently. The team members should try not to reject advice and criticism for purely emotional reasons. Critical reviews of the work, both positive and negative, are intended to guide the team towards a better outcome. 

The managing team as assessor 

The things that the managing team will ultimately assess the team on are likely to be the ability to manage the project, to work in team, and to show initiative and commitment. The day-to-day contact with the management team will be taken into account in the final assessment. They will also be highly critical on deficiencies in the project that could have been sought assistance with (demonstrates a lack of initiative). 

Working with the client 

We list below some tips for managing clients. 
• Act early. Make sure that the contact with the client is established from the beginning of the project. This demonstrates commitment and professionalism. 
• Make efficient use of time. Ensure to plan in advance for all activities involving the client or their representatives. This may involve developing a highly structured approach. 
• Clarify and document well. One should document all contact with the client thoroughly, and make every effort to clarify issues on the spot, rather than relying on follow-up visits. Client time is a valuable commodity, and one should not waste it by visiting issues that should have been solved previously. 
• Agree formal PID. The PID needs to be understood and agreed formally by the client. If they fail to appreciate the details of the project or, worse, cannot spare time to assess it properly, the team should be uneasy about their real levels of commitment. 
• Report progress. The progress report provided for the client should be brief (two or three paragraphs, possibly by e-mail) and above all should be regular. One should focus on what have been done since the last report, and what is planned ahead. 
• Use the management team to manage issues. If the team has a major issue that jeopardizes the success of the project, they should review it with the management team before raising it to the client. 
• Diarize early. Try to book the client visits and the access to resources as early as possible. 
• Establish business contacts. The main client sponsor of the project is likely to be a relatively senior figure within the business. This is important to ensure that the project has real backing. However, one should also try to establish lower0level contacts within the business, as it is generally easier to get access to them (key contacts should have been already identified in the PID) 

It is inevitable in a client-based project that issues of varying significance will arise. If they endanger the main objectives of the project, it is important to deal with them as soon as possible. This may mean negotiating a change of project scope with the managing team and/or client. In many situations, one will be able to reshape the project to meet the expectations of the client and of the management team. 
Above all, if the project does start to go astray one should contact the managing team first. They will have experience of managing the types of issue and will advise on how to approach the client. 

Working in project teams 

Team meetings 

It is essential for the team leader to set up a series of regular meetings. The frequency of team meetings will vary with the overall length of an undertaken project, but typically be weekly. As a general rule, shorter more frequent meetings are more effective than longer infrequent meetings. 
Team meetings are essential to the success of a project, as they are the only truly effective way of ensuring that progress is monitored, that issues are resolved and decisions are made with the full involvement and understanding of all team members. We encourage the team leaders to adopt a fairly formal approach to team meetings, as without it, the meetings will either descend into a social occasion or repeatedly fail to address key project issues. 
As well as holding team meetings the team leader will need to maintain less formal contact between members. The best way of doing this is often using e-mail, as there is permanent record of such contact, but he (she) can also use face-to-face meetings for work carried out in pars, or set up a team website (useful for publishing minutes and agendas). To help with this it can be useful to circulate telephone numbers and e-mail addresses of all team members right at the start of the project. 
We shall detail below the features of a well-organized team meeting: chairperson, agenda, minutes, accommodation and decision process. 
• The chairperson should prepare the agenda, ensure that suitable accommodation has been booked, and check that everyone in the team is able to attend, or has had the opportunity to send in any contributions on paper or by e-mail. We shall prefer that the role of chairperson is rotated, in order to give everyone the opportunity to experience the role, and to share the workload. 
• Each meeting should have a clear agenda, with items such as: last meeting’s action points; progress report from each individual; project issues and concerns from each individual; reviews of deliverables; discussion of approaches to, and problems with, project tasks; review of the plan, and agreed actions for each individual for the coming week; issues for discussion with the organization management. In addition, the team may dedicate further meetings to the production of key deliverables or to workshop-style activities, bu these should not displace the regular progress meetings. 
• The actions arising from each meeting along with all team decisions must be carefully documented in a set of minutes that is typed quickly and distributed to all team members (often using e-mail). This will prevent time being wasted on repetition of discussions, ensure that all decisions are understood by all team members, and provide an audit trail for use in the case of future dispute. In order to simplify the minute-taking procedure, a standard layout should be reused for each meeting (most points can also be documented in a bulleted list). The role of meeting secretary should be rotated. However, if the team members agree, an overall team secretary could be identified. 
• The chairperson should try to appoint the accommodation that will allow some privacy and preferably facilities such as a flipchart. The meetings should not be held in a social setting, as the team members will find it hard to adopt a professional approach in such surroundings. 
• Decision process: occasionally, a team will come across issues where there is no obvious answer, or, where they are unable to reach consensus. In order to handle these cases it is needed to set up a decision-making process, such as voting. Whatever system is adopted, the chairperson should make sure that all team members are happy with it before its use is needed. 

Team breakdown 

Working in a team environment supposes having additional risks associated. The most serious of these is a breakdown of team relations, usually arising from one or more of the following: 
• Non contribution of one or more individuals. If an individual is failing to work as a member of the team the issues should be discussed openly in a team meeting, and not in corridors. The aim should be to provide every opportunity for the individual to contribute fully (for example by identifying mores suitable tasks, identifying any personal issues that might be affecting the individual or ensuring that their role and responsibilities are understood fully), not to find ways of excluding them. If, despite the best efforts of the team it is impossible to bring the individual back into the team, the team leader should raise the issue with the management of the organization. We firmly encourage the team members to try their best to solve these types of problems. 
• Lack of commitment to the goals of the team. In some teams there may be an absence of team spirit or clear goals for the team. Again, this should be discussed openly in team meetings, before raising it with the management. 
• Internal disagreements. Occasionally disputes can arise within a team, either between two individuals who have fallen out for personal reasons, or because a specific project decision is being challenged. If the issue is a disputed decision, then it should be clarified at the next team meeting, and resolved using the team’s agreed decision-making process. If the issue is an interpersonal problem it may not be resolvable within the team and will need to be passed to the management as soon as possible. 
• Poor organization. Teams more often fall apart through a general lack of organization than other specific cause. The most frequent issues are poor planning, unclear roles and responsibilities, and lack of communication. All of these points should be addressed at the beginning of the project, but if problems arise during the course of the project they should be raised at an early stage with the management (because the team leader is unlikely to be operating effective team meetings in this case). 

Effective communication 

Without good communication, any team would find it impossible to operate effectively. Our team will adopt a mix of regular formal meetings and efficient informal communication (either face to face, via telephone or using e-mail). By doing this, we shall be able to coordinate our efforts, avoiding waste of time on duplicated or unnecessary work. Moreover, one should identify and resolve issues efficiently that affect everyone on the project. 

Individual working practices 

Some people find it difficult to work in teams, either because they fear that their own contribution will be hidden or undermined by the rest of the team, or because of a lack of confidence in their own abilities. It is the shared responsibility of the individuals concerned and of other team members to find ways of integrating everybody into the team. This can be helped by making individual contributions very clear, by fostering an open atmosphere in which problems can be aired and discussed without prejudice, and by identifying tasks that play to strengths of individuals. One of our aims is to create such an environment that makes people overcome their reluctance of working in team. 

Team spirit 

A strong sense of shared purpose and of mutual trust is important in ensuring that everyone performs to their full potential, and the needs of the team as a whole are recognized and worked towards. To help establish team spirit, we shall choose a team name or logo. That would happen even if there are more teams working on different projects. Moreover, regular social events will be held, especially at the start of projects or following the achievement of major milestones. As a special remark, we shall try to ensure cohesiveness between the members of a team but also between various teams. 

Managing time 

The sheer size and complexity of undertaken projects, combined with the length of time needed to set up and complete some of the individual tasks (especially those dependent on other people), make it vital that one makes optimum use of one’s time, over the entire duration of the project. We address below a number of tactics for effectively managing time, and for resolving the issues that will inevitably appear in the course of most projects. 
• Start early. As the deadline approaches things will appear to take longer while time gets shorter. Some of this is psychological, as the slightest delay has an impact on the project, which is now out of contingency. Some is real, as resources are under pressure. So the basic advice is to start early. 
• Work consistently. One should try to balance the workload across the duration of the projects. This helps maintaining the interest and momentum, and allows for rescheduling of tasks if delays occur. If one works in burst, the flexibility within the plan diminishes. 
• Resist peer pressure. There always seems to be someone on hand to tell you that you have plenty of time, and should work on your project some other time. They are the ones that usually panic later. We strongly advice each team member not to listen to such words. 
• Do not let things drift. If falling behind schedule, one should stand back and review the project. The team should examine whether they are using techniques or tools in the optimum way. We encourage discussions between team members and, as a last resort, with the management. It is important that the team stop the drifting. 
• Balance your commitments. Each team should examine other commitments. If they run short of time they should try to identify non-project activities that can be postponed, carried out in a different way, delegated to someone else, or canceled. 
• Schedule your use of resources. Each team should try to find times when the competition for resources is lowest. This applies particularly to such things as library resources, IT facilities and meeting rooms. Early mornings and weekends are usually the times of lowest demand. In this case, during the general meetings within the organization, various teams could establish such intervals, so that each benefits the most. 
• Identify when you work best. Some people work best in the mornings, others in the evening. The most important or complex activities should be programmed in the most productive time. We strongly believe that a flexible schedule is better than a 9 to 17 working time. This should be agreed upon by the entire team. Individual tasks could be undertaking at various times during the day. 
• Make notes. There could be times when a team cannot work on the project, owing to other commitments. This should be planned, and some rough notes should be made on where you are and what to do next. This way, when the project is picked up again, no time is wasted reminding them of where they had got to. 
• Block out time. When dealing with stringent demands from clients, some team members find it easier to remove themselves from contact with social circles, in order to minimize interruptions. We note the fact that following the suggestions above this shouldn’t happen, and it is not desired to happen. 
• To do lists. According to the project plan, a weekly list of tasks plan should be created. The team members should prioritize this, and use it to create an achievable ‘to do’ list for each day that they work on the project. They should make sure that the list is reasonable, as it can be very discouraging if they do not appear to meet their goals for the day. So achievable tasks, clearly specified are sufficient. 
• Identify background tasks. Some tasks can be fitted into small gaps in the course of a day. These include reading, organizing and filing the notes, tying up the loose ends, and even annotating draft reports. One should prepare for these small gaps by having materials such as articles or other research tools, the project notebook and draft reports ready to hand. 
• Use the project notebook. If an idea or issue occurs to an individual in the middle of carrying out a planned task, then he (she) should note it down and move on. No one should get sidetracked. Even experienced team members get sidetracked owing to fear that if they do not work immediately on an idea they will lose it. Our advice is to write it down and this will not happen. 
• Avoid unnecessary perfectionism. Sometimes, it is all too easy as one becomes engrossed in the project to aim for a perfect result, when all it is needed is a product that is fit for purpose. This is a particular problem when it comes to presentation. While the format and appearance of the final deliverables are undoubtedly important, the same standards should not be applied to working documents, interim products or informal communications. 
• Schedule breaks and refreshments. One of the benefits of starting work early in the project is that one can afford to schedule breaks in the working sessions. Working for long stretches without a break usually leads to falling productivity. Ideally one should try to relax and take time out. If not, the team members will become too involved and get into state of anxiety and perfectionism. Conversely, we stress that one should try avoid the trap of stopping every 15 minutes, or breaking up important trains of thought. If an important issue is being discussed, and all the team members participate actively, a break is pointless. This atmosphere, like brainstorming, could lead to unexpected solutions, and it is better to continue discussions. On the other hand, infinitely long arguing about the same issue is not recommended and in this respect the organizing abilities of the team leader prove to be a key point. 
• Tie up your loose ends. It is important that you do not leave too many tasks at 90% complete state. While this may be unavoidable for some tasks, if you make a habit of it, you are leaving yourself with a large tidying-up job, which will be far more time consuming to complete than if you had finished your tasks properly while they were fresh in your mind. 

Project tracking and control 

Using the plan 

The project plan that a team produced at the start of an undertaken project should be viewed as a working document that evolves and adapts as the project progresses. One should constantly review and consult the plan in order to determine what needs to be working on, and what the consequences might be of any issues that arise. The team should not view the project plan either as a one-off exercise in order to satisfy assessment criteria from the clients, or as a script that they should follow regardless of the events that unfold. 
Ideally, we think that each team should aim to set aside around 5 minutes each day to check that the plan is still a reasonable reflection of what they need to do. If they find that it is getting out of date, then they may need to spend a little time adjusting the plan. We suggest that some notes made on a paper copy are sufficient. Once the plan has got to the stage where the majority of tasks need annotating, the team should probably carry out a more detailed re-planning exercise. If the team uses a planning tool such as Microsoft Project it is relatively easy to revise an existing plan, and experiment with various options for rescheduling tasks. However, if the team members can get away with some minor pen and paper adjustments this will almost certainly be the best use of their time. 
We emphasize that a good approach is to produce a new ‘clean’ copy of the plan that incorporates all the pen-and-paper adjustments, before each progress meeting with your supervisor. Copies of each version of the plan should be kept, as it will form an important input to the final report. 

Managing issues and risks 

If an undertaken project is properly planned and managed then the number of issues encountered should be kept to minimum. However, they cannot be eradicated entirely, so one should be prepared to keep on top of the issues that will inevitably arise as the project progresses. Issues can be defined as any event or problem that threatens the outcome of the project, either in the terms of what it will deliver, or in terms of its timing and costs. In a commercial project issue management can be a large and challenging exercise, reflecting the size, complexity and business implications concerned. In the case of educational projects, although they may be very complex, sometimes a straightforward spreadsheet or table, which logs all project issues and the actions taken to resolve them, should be sufficient. The spreadsheet should include: 
• Description of the issue and consequences; 
• Date the issue was identified; 
• Description of the action required to resolve the issue; 
• Description of how the issue was resolved; 
• Target date for resolution; 
• The person responsible for resolving the issue; 
• Date the issue was resolved. 
The issue log should be kept up to date, with issues added as they arise. In this way it will help the team to manage project issues, as well as providing evidence for the management that the team members were rigorous in their handling of issues. 
One needs to be careful to avoid using the issue log as a means of noting every minor question or follow-up action that occurs. If this happens, the log will quickly become unwieldy and will have the effect of obscuring genuine issues. The team members should bear in mind that issues are events that in some way threaten the success of the project. For general questions the project notebook should be used. 
While an issue refers to something that has happened, a risk refers to something that may happen, and that would then threaten the outcome of the project. Again, in a commercial project the management of risks can be a complex operation, while most of the times, in our cases it should be relatively straightforward. 
Most risks will be obvious at the outset of the project, while others will become apparent only once your project is under way. In dealing with an educational project the most commonly identified risks include: 
• Non-availability of resources in very particular fields. Trying to design a very specialized project could prove hard to do if the information is scarce. 
• Lack of access to clients. Not all the time, the cooperation with the client can be complete. There are clients who specify only their demands, without showing availability to fill in the blanks with additional information that could prove crucial for the project. 
• Tasks are overrun. This can happen due to lack of experience or, more often, to errors in estimating their duration. 
• Other commitments. This appears especially when a certain team work on more than one project and the clients make unexpected demands on the team members’ time. 
• Lack of team cohesion or poor contributions from individuals. 
• Unexpected or higher than anticipated costs. 
In order to identify risks, the team should consult the literature (including past projects of similar nature) and discuss them with the team leader and with the management. They should then set up a risk log (there will often be less then ten readily identifiable risks), which should summarize the following: 
• Description of risk and its likely consequences. 
• Warning signs that would indicate that the risk is about to become an issue. 
• Description of what actions you might be able to take, either to avoid the risk, or to resolve the issue that would arise should the risk become reality. 
At the end of the week the entire team should spend a few minutes checking the warning signs documented in the risk log. If the team members are concerned that a risk is about to become an issue, they can then take appropriate action, which might include contacting the management if they feel that the project is under serious threat. 
In a group project all team members must be able to raise issues and risks. The team leader will be responsible for maintaining the log and ensuring that actions are followed up. It can be useful to set up the issue and risk logs so that they are visible to all team members, possibly by using a web page. Failing that, both logs should be reviewed briefly at each team meeting. The team secretary should also make sure that the up-to-date copies are kept in the team’s filing structure. 

Controlling change 

If issues arise that cannot be resolved without a change to the project as defined in the Project Definition Document or project proposal then the team has to ensure that they have the agreement from the management for the change. Of course the client should be consulted upon the change too. If the team does not have a meeting scheduled in the near future, they should try to obtain the agreement for the change by e-mail or an informal face-to-face meeting. 
If the team refuses to do this, valuable time could be wasted working on a change to the project that the management or the client later refuses to endorse, either because it undermines the basis for the project, or because they are able to identify a more appropriate course of action. 
Getting the agreement of the management, and more important from the client appears to be a crucial element when dealing with changes in project plan. 

Reporting progress 

The principal mechanism for reporting a team progress will be the meetings with the management. Besides these meetings, it is also a good idea to make some notes each week, summarizing the progress and any issues encountered. This does not need to be a formal report as such, but if a team arranged to produce a regular progress report for the client, they should adopt a standard format. Nevertheless, the entries in the notes should be kept simple and brief: 
• Progress during the past week, covering both the tasks you have completed, and tasks you have failed to complete. 
• Planned tasks for coming week. 
• Issues encountered, and actions taken or planned to resolve them. 
• Points of interest for input to the final report. 
A brief set of notes should take no longer than 10 minutes to complete, and will prove invaluable when the team members carry out the critical evaluation of the project for the final report. 
In a group project one may want to adopt a standard layout for the progress notes. The notes can be used as an aide-mémoire for the verbal progress reports at team meetings, and then filed as a permanent record of how the project progressed. 

Common problems 

In addition to the teamwork, client-related and time management issues discussed above, there are a number of other common problems that can affect projects. We describe some of these problems, together with possible actions to overcome them. 
• Lack of motivation. The main way to maintain the motivation is to carefully select the members of a team for a certain project. The team members should be genuinely interested in the undertaken project. However, if the motivation begins to diminish, an individual should try to identify the most enjoyable tasks. Inevitably every person enjoys some project tasks more than others. He (she) should try to intersperse the work schedule with these, or use them as a reward for completing less enjoyable tasks. Breaking down the tasks into small steps could be helpful. As one achieves each step, the feeling of progress will be enhanced. It is often easier to find small slots of time, in which a small step can be achieved, than longer stretches. 
• Getting sidetracked. As well as causing issues with time management, getting sidetracked can sometimes lead an individual to explore areas that are outside the scope of the project. Not only does this waste time, it may also lead him (her) to miss the objectives originally set for the project. If the team members check the plan regularly, they should pick up on the fact that some of them are getting sidetracked. If the reason for getting sidetracked is that one has identified an important new area that the project would benefit from exploring, then he (she) should discuss it with the team leader and then, of course, with the management and eventually with the client before changing the scope of the project. 
• Panicking. If an individual starts to panic, and makes rash decisions or cut activities short, then he (she) should raise the issue with the team leader or the management. Alternatively, it may be that he (she) is getting too emotionally involved in the project, and needs to take a short break in order to be able to look at the project rationally. 
• Loss of materials. In order to safeguard oneself against the loss of paper or electronic materials, regular back-ups of all important documents and data should be taken. 
• Personal problems. The best way to handle the impact of personal problems on the project is to discuss them with the team leader or the management as early as possible. It is not advised to just absorb the impact of the problem within the project, as if issues surface later you will be less well placed to appeal to the management circumstances procedures. 

Project analysis 

Conducting a workshop 

Workshops are extremely difficult to manage by one person only. The level of interaction and the speed of information make it almost impossible to facilitate the process and capture information at the same time. Even if the chairperson is able to interview the workshop, he (she) will not be able to note issues that come up during the proceedings for further exploration later on; a process that is critical to the success of a workshop. 
As a minimum, the team should need one person to act as a scribe or note-taker, and one as the facilitator of the workshop. Ideally, one or two more note-takers will then also be able to prompt the facilitator with issues and follow-up questions that they may not have picked up during the debate. In a group project, this should be easy to organize, and if more then one workshops are carried out, the roles should be rotated. However, one should n

