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Reporting Weekly Status Exercise Discussion

As is true in most management situations, there is no right or wrong answer to this exercise. However, before acting, it is important to consider the facts of the situation, the individuals, and the status of the team.  Remember that managers rarely have to make instant decisions and that you can usually discuss issues with your own manager.  Also, it always helps to discuss the issues with the team before you decide what to do.

The Facts

In this exercise, the facts are relatively simple.

1. Your organization has presumably made a considerable investment in training these engineers.  It is entitled to a return from that investment.

2. The benefits of the PSP and TSP are almost entirely derived from the engineers’ data.  If they do not properly gather and report these data, the PSP/TSP investment will not benefit the organization or help the engineers.

3. The project is at an early stage and it is not possible to judge progress.  While Peter and Jenny’s partial data indicate a potential problem, you don’t yet have a basis for identifying trends or exposures.

Considerations

In deciding how to react to the situation, consider the following.

1.  Peter has done a credible job of reporting his work and should be complemented.

2. While Jenny has made a minimal report, she has not provided enough data to allow you to judge team progress or exposures.  You should tell her so.

3. Tom is clearly most interested in completing the design, and he should be complemented on finishing the design strategy on time.  On the other hand, if Tom had gathered the data while doing the work, the time required to report the data would be at most 15 to 30 minutes a week.  You should discuss these points with Tom to better understand his behavior.

4. When TSP teams do not start by properly gathering and reporting their data, it is often difficult change this behavior.  If you intend to use the TSP on this project, you should start by insisting that the engineers gather and report their data every week.

Alternative Actions

In deciding how to react and what to do next, your principal alternatives are as follows.

1. Suspend the meeting as soon as you know there is not enough data, and ask Jenny and Tom to return in 15 to 30 minutes with the required data so that you can continue with the meeting.  If they argue that they haven’t recorded their data and therefore can’t complete the forms, tell them to make their best estimates this time, but in the future, to provide real data.

2. Continue the meeting, but instruct Tom and Jenny to return before the end of the day with the necessary data.  If they argue that they have not recorded the data and can’t complete the forms, tell them to make their best estimates this time, but to provide real data in the future.

3. Continue with the meeting and instruct Tom and Jenny to complete and present the required data at the next weekly meeting.  If they argue that they have not recorded the data and so can’t complete the forms, tell them to make their best estimates this time, but to provide real data in the future.

Comments on the Actions

Before making a decision, first ask Tom and Jenny why they did not gather and report their data.  If they did not feel that it was important, you should be very firm.  Make it clear that their behavior is unacceptable.  If they had problems but promise to complete the data in the future, be more lenient. However, you should stress that gathering and reporting the data every week is an important commitment that you expect them to meet.  Finally, if you are an experienced manager and do not wish to appear too authoritarian, make your expectations clear, but be more relaxed about when they complete the work.  These three choices might be handled as follows.

1. The strongest alternative is choice 1.  This will make the deepest impression on the team and convince them that you will not tolerate sloppy data gathering and reporting.  This is the solution to use whenever they complain that data gathering takes too much time or is not worth the effort.  If you are not firm about this issue now, you will continue to have this problem for the rest of the project.

2. Alternative 2 is less harsh and would be appropriate if the engineers seem willing to record and report their data.  In these cases, all that teams generally need is a clear statement from you that you will require them to religiously gather and report their data.

3. Alternative 3 would be the proper choice if the team members clearly recognize the importance of gathering data and were either not sure about how to do it or had an unusual problem.  For example, Tom was likely striving to finish the design strategy before the end of the week.  When teams have such problems, tell them to talk to you first, rather than just showing up without their data.  When this happens, it is generally better to delay the meeting than to proceed without the required data.
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