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Transparent Project Management:
Giving your customers what they really want

By Myroslava Symonenko, Dimitry Korolkov and Oleg V. Fonarov

Building effective partnership is closely connected with one of the basic and well-
known rules of business: you should learn what your clients really need (or help
them determine their need) — and do your best to follow their interests and
expectations when offering them corresponding products or services.

Of course, understanding your customers is of vital significance at the stage of pre-
project negotiations. But aren't we often loosing this perspective once the deal gets
to the implementation phase? The key requirements remain essentially the same:
you should be able to listen to your vis-a-vis and really understand them, as well as
to be open and responsive when you have already started co-operating.

Thus, the magic word of constructive communication between service provider and
customer is TRANSPARENCY.

What are your customers may look for?

- Comprehensive and regular reports

- Feedback procedures

- Issue tracking tools

- A possibility to assess the general picture of project progress (on any stage of its
realization)

But what if your partners are located in different countries or even other parts of the
world? Or if you are to coordinate the project with participation of several distributed
teams?

You surely can manage (most of) the issues with hours of weekly phone calls and
frequent personal trips. Still, there are issues that require your and a customer's
urgent attention and have to be seen or verified visually - and not just explained in
words. Nowadays of course it is pretty easy to find a huge variety of both desktop
and online software tools, which will assist you in building effective daily
communications within projects of any scale. The most advanced among them
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represent not only classic project management systems, but rather interactive and
multimedia-rich collaboration platforms.

So, what does transparency actually mean in terms of modern project management?

1. Tasks setting and estimation

(a) Clear scope: correspondence to Company's skills and competencies

(b) Structure: hierarchy and links

(c) Timeline: fixed, realistic, but flexible — within evaluated amount of work
hours (according to risk estimation)

Completeness and wholeness

(a) The complete project management process includes post-project support
and analysis — as well as updates or debugging, if necessary.

(b) Wholeness means that the project has no “black holes”
Avoid gathering all documents and data in a stressful manner on the stage
of the final report (unfortunately it still often happens so in practice). In the
perfect case scenario your communication program will save all the project
communication for you, so that it is all documented on the spot and you
can trace it easily.

. Visibility of all project activities

Meaning that for knowing what page you are on, a project manager should
see and control the tasks progress as well as the group (or an individual
participant) progress.

Daily / weekly project reports for each task

Let's imagine the usual situation: you set the project plan, and defined the
milestones and assigned the tasks within the project team. Now, you can wait
for the interim reports.or ask about the progress every day. Or you can start
using the system, where all project participants have to report their job every
day, and where you can track the progress daily. The last option is the way to
go.

The issue of progress and efficiency tracking we emphasize as especially
important for the project transparency.

Efficiency and workload tracking per each project participant

Those help you determine if you need additional resources for each particular
task, or if you could re-allocate some project participants to different tasks.
Efficiency tracking also let's a manager see if project participants are on track
with the tasks assigned, and if the project time-line is observed.
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6. No interruptions or gaps in communication.
Such internal shortcomings may lead to misunderstanding and wrong
decisions in general project management — especially if you deal with several
distributed teams. Continuous records guarantee that all project
communication is well documented and properly processed. Moreover, the
records should be stored in a way that enables easy access and fast
searching. One of the latest trends — task-related voice recoding and storage,
which allows you to keep track of all negotiations and working discussions.
7. Overall and individual statistics
First of all a project (team) manager needs to be able to identify
bottlenecks and breakthrough capabilities. Overall statistics shows you
what parts of one or multiple projects require the most attention and thus
helps you identify the reasons why they became your bottlenecks.
Individual statistics lets a manager see each team participant's weak and
strong sides, and thus plan the resources wisely.
8. Openness.
It is the real result of all transparency-oriented measures. Frank and as a
result cooperative project atmosphere could be named one of the key factors
for effective and constructive team work. It makes real value for top-
executives and managers in charge at the customer side.

Discussed components are of even greater significance in the case of big projects,
where participation of several teams (and remote coordination of their work) is
expected.

Thus, our final question would be: What can you do right now in order to improve
your capacities in transparent management of large-scale distributed projects?

From our point of view, the algorithm is quite uncomplicated:

1. Analyze the current situation first — and identify key bottlenecks (for instance,
disorder in documentation versions, dispersed data storage, “lost” messages,
lack of instant communication tools, etc.). Best source of information is your
customers and employees!

2. Develop a strategy of changes. In order to win the battle with disorder and too
complicated procedures, you will definitely need a plan!

3. Rely on professionals. Hire or assign an expert — or even responsible team,
depending on the scale of your activities.
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4. Do some research. Take a look at what the market has to offer for your
specific needs. There are both general project management tools and tailored
specifically for IT (and other spheres) management tools available. Pay
attention to the specific ones as they will already have the business logic
suitable for your company.

5. Make a “test-drive” for selected solutions. Ask for the demos or tutorials to
better understand the scope of the problems you will be solving with the
particular management system.

6. Adjust and deploy. Even leading solutions available on the market have to be
adjusted and integrated into specific business processes of your company.
Some of them may require much less adjustments than the others — to find
those follow previous two points (4, 5) carefully.

7. Teach and train your staff. Because if we speak about the efficiency of any
innovation in your business — first of all it always means making people know
how to use it and do use it!

8. Be ready to deal with more efficient performance! ;-)

Those general thoughts are meant to give you overview and impulse for the first
steps. After having gained certain personal experience in this direction, you will be
able to choose your unique set of tools and processes which will support transparent
practices in your projects in the best possible way.

Of course, the overall concept of transparency in project management goes beyond

the content of this article. The forthcoming publications will be dealing with deeper
analysis of the mentioned approach and its practical applications.
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