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Maintaining the Plan Exercise Discussion
There is no right or wrong answer to this exercise.  Your intuition, the facts, and the views of the team members will generally guide you to an effective solution to most team problems.

The Facts

Even at this early project stage, the team's Week report provides a great deal of information.  From this you can determine the following facts.
· The sum of the earned values for the engineers to date is 30.0 compared to 40.2 planned. Thus
· Current weeks behind is 


(40.2 – 30)/6 = 1.7 weeks

· Weeks behind at completion is forecast to be 


((100 – 30)/6 + 5) – 13 = 3.67 weeks
· The project is now more than a week behind schedule and, if the present rate continues, it will finish this phase in week 17 as opposed to the planned week 13.  The project should thus be viewed as potentially four weeks behind schedule.

· Looking at the task hours, hours for completed tasks, and hours spent on uncompleted tasks data
· The “to date” plan hours are 400 and the “to date” actual hours are 344.8 for a difference of nearly 55 hours. The plan to actual ratio is 1.16, suggesting a 16% schedule growth due to the lower than planned hours.
· The planned total hours for completed tasks are fairly close to the actual total hours for completed tasks, 293 hours planned versus 303.8 hours actual. The plan to actual ratio is 0.96, suggesting a 3.7% schedule growth (1/0.96 = 1.037).
· Hours spent on uncompleted tasks are 344.8 – 303.8 = 41 hours. 
· The data show the primary reason the team is behind schedule and forecast to be 4 weeks late is that the team is not getting its planned hours. 
· All team members are spending less than their planned 20 hours per week.  Within a few hours per week, every team member is working about the same amount of time (although team member B has put in the most hours to date).  The problem does not seem to be that one member is not making an effort.
Considerations

The engineers have recorded 16% less task hours than planned on the project.  
· It could be that the engineers have discovered work that was not in their plan and are spending time on this work but are not recording their hours. In this case the engineers need to put the new tasks in their plan and record the hours spent working on it.

· It could be that the engineers are being pulled off to help on other projects.

· The work environment may be very disruptive.

· The team may not be staying focused on their work.
You need to work with the team to determine what is going on and guide the team to address the situation.

Alternative Actions

1. Do nothing and wait a week or so to get more data.

2. Go to management with the problem and see what they suggest

3. Direct the engineers to spend at least 20 hours every week and give them specific tasks to accomplish each week.

4. Convince the team of the importance of getting back on schedule and work with them to set weekly goals for their hours and tasks.  When the team or any engineer meets their goals, make a big deal out of it. 

Comments on the Actions

Some of the key points on these actions are as follows:

Action 1 would only make sense if the delay was due to a one-time event.  In this case, the only unique event is the extra time taken for the design strategy.  Even without that, however, the project is in trouble.  Delay would thus only make the problem harder to solve.

Action 2 is an abdication of authority.  If you go to management at this point, you are in effect saying that you do not know how to manage the team.  It might be appropriate to have a private discussion with your immediate manager about the situation and your plans, but you should not ask for management help until you and the team have tried to fix the problem.

Action 3 is probably the worst of all the choices.  The reason is that the engineers gather all the data you must use to enforce your directives.  By being authoritarian, you lose their loyalty and make avoiding your wrath more important than completing the project.  This could force them to take defensive measures like fudging their data in order to protect themselves.  They could then appear to meet the directed goals but this would not accelerate the project.  If this happened, you would also have no reliable data for managing the project and the work would likely slip schedule even faster without your knowing it.  

Alternative 4 is the only real choice to get back on schedule.  You need to motivate the engineers to work more hours and complete more tasks each week.  To do this, you should act like a coach and strive to build team excitement.  If, for example, one engineer planned to complete a task by Wednesday, stop by that afternoon to see how it is coming.  Be visible every day and show that you care about every checkpoint and every goal.  Also, consider posting the weekly hours or the earned value trend lines. In doing this, however, be careful not to compare the engineers' performance.  Work with the engineers and try to get each to do his or her very best each week. In addition, you might talk to your management on their suggestions for ways to build team enthusiasm.
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