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Project Manager Passions (Topic Commenter)

1. Budget submits without guidelines.

     ~~~~~~~~~~~~~~~~~~~~~~~~~

A fact of life at NASA!!!!! {#14}

This leaves the PM with a  lack  of understanding of the objective & funds. {#17}

Lack  of guidance to submit {#28}

Without guidelines is misleading, many  of us have guidelines but continually  change after all the submissions.  The worse scenario is when funding is tied to contracts and then suddenly budget guideline is decreased. {#55}

When guideline are given they sometimes have errors and surprises. {#69}

2. Inability to control budgets.

                ~~~~~~~~~~~~~~~~~~~~

Control of the budget,

Budget is something handed to you, 

Having budget changed after allocation {#10}

Arbitrary "management challenges" to do the job with less resources {#13}

A fact of life at NASA!!!!! {#20}

Without control of the budget, project managers are unable to fulfill the requirements or complete their project .  Risk is further increased with the inability to control budget.  Proposals for new projects are not true indicators because we know the budget will change and decrease up to 25% before project end. {#23}

Resources required to perform tasks/functions and fulfill mission requirements is not supported by budget.   This is usually accompanied by a "make it work" philosophy......then an impact/risk statement if the mark isn't met! {#25}

Too often NASA managers fail to identify minimum mission criteria and what the cost are to achieve them.  Project cost often reflect requirements well beyond what is necessary.  As engineers we tend to optimize instead of remembering that sometimes good enough realy is good enough (better is the emeny of good enough). {#30}

The total lack of control of a budget after it has been developed from the derived requirments of a program forces the PM to develop risk management in terms of plans plans to anticipate the inevitable cuts in the projected funding. {#34}

Budget changes after approval  leaves PM with lack of guidance {#35}

Control f buggets is provisionally within my control as far as funding actually allotted to my project. The habit of incremental funding within the year and the demand to spend it all before the end of the year is anoying, since that leaves no reserve to operate on in the remaining time. {#48}

We support PIs for growing semiconductor alloy crystalls in space.  We give the PIs a budget and they plan their experiments to meet a certain milestone.  The mgt. comes along and cuts the budget after it has been given to the PI and milestones and work set.  This means rescheduling all work and very embarrising and awkward with the PI. {#58}

HQ managers decide that a prgram budget should be different than the estimates of the people living with the job.  When the budget is reduced the requirments are not changed and then they wonder why you don't come in on time and budget. {#61}

Budgets are reduced and requirements remain the same {#73}

3. Adequate tools to control & monitor programs/projects.

~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~

I have never encountered this! {#16}

Projects are often started without identification of either tools required to do the job, or tools that can enhance the job.  Once the project starts and budgets have been set the project is unable to then purchase or develop the tools.  Often these tool may exist on other projects, but your project is either unaware of them, or can't acquire them. {#26}

I beleive all the tools are available to adequately monitor programs/projects.

However  the resource personnel  to maintain the informatoin for schedules,applications, data bases, etc.

needed may not be readily available {#36}

PMs need to be able to establish baselines and manage to schedules, technical requirements, and budgets.  Tools. without adequate "training" will not get the job done. {#41}

Sometimes or maybe most of the time project managers are forced or encouraged to use  tools (like PMS nor REC/DEL) to report the status as well as assess  the status of the project. The project manager should keep in mind the tools have their limitations and not fall in love with tool or take the output more seriously than it is warranted. {#43}

Tools areavailable to allow proper tracking of projects. It is merely a matter of becoming acoustomed to using them. {#54}

Tools are adequate but people to use them are not available most of the time. {#75}

4. Adequate tools to control and monitor resources.

~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~

Wthe the cut backs in people there are fewer people to monitor properly thus it makes for a tougher job to keep things on track. {#19}

We are all good managers - the question is being able to be even better.  To meet requirements of our faster, better, cheaper we should be able to obtain the tools needed:  i.e., risk management programs which are integrated with our cost, resource and schedule plans.  Management systems which give synopsis of problem but can be "drilled" down into for more indepth information if needed.  Databases which truly allow us access to other information. {#29}

I beleive all the tools are available to adequately monitor programs/projects.

However  the resource personnel  to maintain the informatoin for schedules,applications, data bases, etc.

needed may not be readily available {#39}

Summary:  Fewer people, and tools necessary to enable these fewer people to work more efficiently are not always available.  To resolve this there is a need to communicate the existance and  availibility of tools between projects and Centers. {#68}

5. Management reserve.

~~~~~~~~~~~~~~~~

Contingency funds not allowed,must  go back to HQ for more $ when problems occurr {#22}

The issue with reserve is that the reserves and hard limitations should be known and understood at all levels. Each level of management should demand to know the reserve of the next higher level and let the lower level know his/her limits and reserves in terms of budget, schedule, functionality, and performance. {#31}

No mangement reserve -leaves us unable to manage many of our risks. We have to justify or go in on overruns even if we knew when we went in that we did not have the reserve needed. {#37}

It makes sense to associate an amount of MR to a project in direct relations to the amount of risk and not  in line with the "profit" {#50}

Risk management should be an integrated effort based on the initial requirements and the identification of the risk.  A mitigation plan is always the effective way. {#59}

Summary:  Process of establishing management reserves and matching them to requirements is not well understood or appreciated by management.   Inadequate control and understanding of  management reserves increases project risks. {#70}

6. Risk Management.

~~~~~~~~~~~~~~

Poor identification of risk by project managers leads to unanticipated problems, cost increases, and schedule changes downstream, whereas early identification of risks allow time to implement changes early in the design while changes are the cheapest to make {#15}

risk management is the most important aspect of project management. Generally what we do at NASA is risky and full of pitfalls. therefore a project manager should attempt to do the most that can be done within the resource limitation while ensuring that what is set is achievable. Doing too much is as bad as doing too little and vise versa. {#21}

Risk Management implies anticipating and understanding known risks, and either mitgating or making a decision to accept risk.  Unknown risks remain until identified during project implementation. {#27}

This is a hot topic now,finally.Allows Project Mgr. to identify risks,and request associated budget to mitigate the risk.If requested budget is denied,and problems occurr as a result,then Mgmt. cannot hold the PM responsible,ie responsibility is shared. {#44}

Identifying risk areas does provide an avenue for mitigation.  The resources required to mitigate these areas may not

be readily availble, cost prohibitive, beyond schedule, and counter productive to fulfilling the goal of the task/mission at hand. {#49}

performandfe and should enable individuals to stay in their professional area of competence, technical/management {#72}

Summary: The process of identifying risks really is not well understood.  Poor identification early in a project leads to problems.  Early identification enhances opportunity for success.  Training in the area of risk identification would be useful. {#74}

7. Advancement, Rewards & Recognition.

~~~~~~~~~~~~~~~~~~~~~~~~~~~~~

most often we don't reward what we ought to reward but for sure we get what we reward {#24}

I think we have an antiquated reward system in all of NASA {#42}

It's pretty tough to submit a budget without some context or framework guidelines. {#45}

Always a problem.  By nature we aren't satified with what we have.  I don't understand when we started expecting advancementment, awards and recognition.  My philosophy is that performance is not an option - its why you were hired.   Rewards should be when management feels someone has excelled, not when they do their job. {#46}

Good techincal people are usually rewarded with a management job when they do not have the management skills or personality to be a manager. A better way to do this would be to reward this technically skilled person in other ways and choose someone else to manage. {#51}

People are the key to project success and sometimes people are not rewarded for the job they do. This is specially true in matrix org. A project manager should be passionate about making sure that he or she is there for the people that made extra effort for project success. {#57}

hey man to 42 {#60}

yes to 42 {#63}

Advancement===kind of tuff in NASA with most technical jobs and management at highe grade levels.  It would be

better to maintain comparabiltiy with the civilian market with comparable responsibilties. {#64}

More often than not, the focus is on punishment for poor performance rather than reward and recognition  for a job well done. {#65}

Rewards & Recognition should be given when  decisions are made to cancellation as well as when projects are being  done well. {#66}

Advancement , reward and recognition should be tied to "individual" {#71}

Advancement, recognition and awards should be tied to individuals competence , whether they are technical or managerial. {#76}

8. Incentives to Manage Projects well.

~~~~~~~~~~~~~~~~~~~~~~~~~~~~

I'm having fun now {#33}

#33 I am too {#38}

Welcome to the over 40 chat room {#52}

who is here {#56}

M, 46 {#62}

Pride {#67}

Being told, "It can't be done". {#79}

9. Disincentives to Manage Projects well.

~~~~~~~~~~~~~~~~~~~~~~~~~~~~~

Failing project is continued to protect (or prolong) Project Manager's job or credibility. {#12}

This is a problem with the integrity of the PM.  This is universal. {#18}

The apparant incentives are greater to put a failing project on "life support" to protect those working until they find a "safe place" to go rather than pull the plug and admit the problem. {#77}

Midstream budget reductions. {#80}

10. Requirements from HQ without proper resources

~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~

HQ is experiencing the same kinds of shortages as the field centers and there is this constant effort to ge the work done.  Consequently, centers are asked to take on some of the work. Maybe it is hoped that the funds will be put where the work is to take place but some times there is lag in this effort. {#32}

Headquarters has dictated $300 K to build and equipt glovebox experiments  for microgravity in outer space.  We are looking at commonality between two  experiments estimated at a cost of about $600 K each, that  will reduce the cost by $200 K.  Which will effectively reduce the cost of each experiment to $500 K each.  Commonality is considered using the same soft ware, traversing mechinism and heaters.  We have a long way to go to get the cost down to $300 K. {#40}

There are prgrams that are levied on Centers that come with the requirements and the budget preset.  There are times when the requirements are totally unrealistic for the budget that HQ has already sold to OMB and yet the result of making this clear to HQ is that there will be another Center, or at least, another manager working the program. {#47}

Y2K remedies and plans,ISO compliance and documentation are examples. {#53}

Pride and satisfaction of getting the job done well. {#78}

Summary:  Headquarters often sends down unfunded mandates which impact prior project planning and budgets, and often are thing that can not be implemented.   After project go ahead project,  requirements  should not be changed without appropriate budget adjustment . {#81}

