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You are a project manager
• Do you do projects?
• You already do project management
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IntenDonal project management
• Maximize producDvity
• Minimize wasted Dme, missed deadlines
• Avoid piKalls (“pre-mortem” approach)
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Key principles: Preliminaries
1. Set clear, big-picture goals with goal date(s)
–

Do research project on X, and present results in Summer,
2016, and submit journal arDcle by November, 2016

2. Before starDng, assess feasibility
–

For us, this o^en means a literature search; might also
include asking experts (advisor?); other possibiliDes?

–

Do you have the experDse, equipment, and any ﬁnancial
resources required?

–

Do you have IRB approval?
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Key principles once feasibility is conﬁrmed
1.

Create reverse Dmeline(s) from your big-picture goals
–

Begin by creaDng major subgoals with “ballpark” goal dates

–

How do you set goal dates? Principle from programming: make your most conservaDve
esDmate and then double it.

–

Adjust as needed to achieve big picture goals constrained by hard or aspiraDonal deadlines
1. 11/1/16: Incorporate collaborators’ suggesDons (20 hours); submit journal arDcle (2 hrs)
2. 10/1/16: Send ﬁrst dra^ to co-authors
3. 8/1-9/30/16: Complete ﬁrst dra^ (30 hours)
4. 8/1/16: Finish data analysis (30 hours)
5. 7/1/16: Finish data collecDon (2 hours x desired n; how many Ss can you run / week?)
6. 2/1/16: Begin data collecDon
7. 1/25/16: Finish analyzing pilot data; make any necessary changes to experiment (20 hrs)
8. 1/1 - 1/15/16: Collect pilot data from 3 subjects (6 hours)
9. 12/1/15-1/1/16: Implement experiment, debug, etc. (20 hours)
10. 12/10/15: Develop and submit IRB protocol (3 hours)
11. 12/1/15: Finish revising experiment based on advisor feedback (10 hours)
12. 11/15/15: Finish dra^ of design document (6 hours)
13. 11/10/15: Make project management plan, beginning with reverse >meline! (1 hour)
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Key principles once feasibility is conﬁrmed
2.

Pre-mortem / risk assessment
–

What could go wrong at each step?

–

Set goals based on a compromise of best- and worst-case scenarios
8.

1/1 - 1/15/16: Collect pilot data from 3 subjects [Will you have to recruit
from normal sources? Can you run true pilot Ss, e.g., lab mates (check with
advisor)? What if no one is around?]

9.

12/1/15-1/1/16: Implement experiment, debug, etc. [Do you know how to
use the expt’l control so^ware? Have you allowed Dme for unanDcipated
complicaDons, such as genng audio to work?]

10.

12/1/15: Finish revising experiment based on advisor feedback [What if
advisor is hard to meet with? What if advisor recommends huge changes? Is
there enough slack in the schedule to accommodate?]

11.

Develop and submit IRB protocol [When are panel review dates? If rejected,
do you have plenty of Dme to revise and resubmit before your goal date to
start data collecDon?]

12.

11/15/15: Finish dra^ of design document [How can you do this so quickly
given upcoming movie releases??]

13. 11/10/15: Make project management plan, beginning with reverse
>meline!
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Key principles once feasibility is conﬁrmed
3.

Break each subgoal down unDl you have manageable “bite-size” pieces (or Pomodoro-size [25
minute] pieces)
9.

10.

11.

12.

13.

12/1/15-1/1/16: Implement experiment, debug, etc. (20 hours)
–

12/1: Ask around for similar script (15 minutes)

–

12/1: Record materials (2 hours)

–

12/1-5: Edit materials (4 hours)

–

12/5-10: Implement experiment / adapt exisDng script, incorporate new materials (6 hours)

–

12/10-1/1: Debug / run self / examine data to be sure it has all needed codes and is analyzable, etc. (8 hours)

12/10/15: Develop and submit IRB protocol (3 hours)
–

12/5: Download form and review instrucDons (30 minutes)

–

12/5: Fill out form (1.5 hours)

–

12/5-10: Send to advisor; send follow-up emails as needed to get approval/signature or assurance that PI has submioed
form (30 minutes total)

12/1/15: Finish revising experiment based on advisor feedback (10 hours)
–

Schedule meeDng with advisor (15 minutes?) by

–

Prepare for meeDng (1 hour?)

–

Meet with advisor (1 hour)

–

Revise design (2 hours)

–

Rinse and repeat unDl done (2 revisions? 3?)

11/15/15: Finish dra^ of design document (6 hours)
–

11/8: Literature search (2 months in the lab can save you 2 hours in the library) (2 hours?)

–

11/9: Generate items (1 hour)

–

11/10: Calculate relevant variables and create balanced / equated sets for diﬀerent condiDons (2 hours)

–

11/12: Write design document (like an extended methods secDon, with addiDon of moDvaDon/logic preamble) (3 hours)

11/10/15: Make project management plan, beginning with reverse >meline!
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S_ _ _ _ happens: managing change
• Nearly inevitable that things will happen that
you do not anDcipate
– Ss don’t show up
– Equipment breaks
– You get sick

• How will you manage change? You need to
be ready either to increase eﬀort to get back
on track (if you have hard deadlines or strong
aspiraDonal deadlines) or you need to revise
all following steps
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Project management is Dme management
• Principles from last week
– Manageable pieces rather than monolithic goals
– Ideally break into tasks you can divide into short tasks
– By having a list of goals and subgoals with Dme esDmates by them,
you can maximize producDvity
• Maybe the next thing in your plan will take 3 hours total – can you do it in 30minute chunks?
• If not, look down the list – is there a task for a later subgoal you can get out of
the way?

– Protect your Dme by scheduling it! Don’t be ﬂexible – stay ﬁrm that
you are already scheduled
– MoDvate yourself with rewards
– MoDvate yourself with public goals – or at least make promises to
your advisor / team members!
– Automate to moDvate: use calendar tools to send yourself reminders
well in advance of upcoming deadlines
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Managing a team
• So far, principles apply to a team of 1
• You can apply them to yourself when you are
a team member, even of an “unmanaged”
team (punng out ﬁres model)
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Managing a team
• What if you have a lab? What if you are managing 1 or
more team members?
– Model 1: Islands
• Give each team member his/her own todo list and project plan

– Model 2: Village
• Share all plans with all team members
• Make clear who is responsible for what
• Make it clear when/how team progress depends on individual
progress
– But without leading to a “Charlie Brown” model – a culture where
individuals are blamed for delays
– Instead, you need a culture where everyone understands the threats to
progress (s_ _ _ _ happens) and is ready to work together to manage
change
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Managing a team: Tools
•

Various free and commercial products for project management
– Google sites has a simple site template for project management

•

Basic principles:
– Clear hierarchy of goals
– Clear subtasks and reasonable deadlines
– Clear assignment of responsibility
– Team members need authority and resources for each of their tasks
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Managing a team: Conﬁrming progress
• Verbal reports are risky
• “At the bench” reports allow you to idenDfy
looming problems, provide more construcDve
feedback
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MoDvaDng a team
• Add to your own todo list: checking progress, sending
reminders well in advance of deadlines (to others and to
yourself)
• Weakest moDvaDon: extrinsic / authority (do this because I
told you to)
• Strongest moDvaDon: intrinsic – what personal goal can
you set for each team member?
If you want to build a ship, don't drum up the
people to gather wood, divide the work, and give
orders. Instead, teach them to yearn for the vast
and endless sea.
--- Antoine De Saint-Exupery,
author of The Little Prince
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