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The Problem

A Project Management System when tested with employees from about 20 companies produced a variety of curious results.  Amongst these was a universal abandonment of the product even by its author.  One potential reason for this is that the product encourages documentation of tasks on a regular basis, every day in some cases, requiring considerable discipline, to maintain the constant recording of activity.  Some employees indicated that it was de-motivating to enter information for their superiors when they were unsure if the information was even being read anyway, and in fact managers admitted that they did not read them and often ignored them when they appeared in email notifications.  Even so, both the employees and their managers maintained that the tool was a valuable and useful tool, and that they should use it more than they actually do.

A Proposed Improvement to the Product

It is known that humans being social creatures thrive on interactions and primarily feedback.  Even negative feedback is useful and often causes action.  This work proposes to modify the aforementioned project management system to achieve maximum feedback, by providing a rating system of information entered by individuals hired as objective third party contractors. These individuals’ rate and grade the status reports of employees within minutes of the report being written, giving quick feedback to the employee, regarding a specific status report, and overall aggregate rankings of the employees’ long term performance.

This will provide an audience to which the employee will be considered partly accountable to, and a sense that their work is being reviewed and judged.  It will also provide the employer with the means to quickly determine if there is a problem with work either being done or not, and take appropriate management action when problems arise.

The Project Management System

Currently the system provides an interface within which projects can be created, and within projects jobs can be created.  Those to whom the jobs are assigned then periodically enter progress status report.

The system will be modified to enable a manager to “hire” any number of appropriate reviewers via a virtual pool of professionals from various disciplines, on a per project bases.  These evaluators will receive email copies of status reports on job progress containing a link to a page where they can fill out an evaluation sheet on the status report and also provide comments.  These evaluation sheets will be aggregated within the project management system and provide a display of the aggregate results from the reviewers as the project proceeds to completion.

The Project Management System’s interface will be modified such that each employee is provided a bar scale indicating the relative opinion of the reviewers regarding the performance on the job, and a overall performance on the project.

The Reviewers Web Site

The main objective of the Reviewers site is to provide an interface for the reviewers, through which they can register for reviewing status reports and also submit their reviews. It will consist of two main portions one for registration as a reviewer and another to submit reviews.

The Registration sub-module:

This page enables the reviewer to click on a link (either some ad posted by the hiring company or a link in the company’s website), to apply for reviewer position by submitting relevant details like background information and a resume. Later, the project manager can go through the applications and select a set of reviewers for a given project, which will add the reviewer to the notification list for the project and enable them to start receiving status reports. The managers will be able to terminate a reviewer at any point of time, and the reviewer will be notified via mail that their account has been terminated.

The Review sub-module:

The site will contain a page used by the reviewers to evaluate the status reports delivered to them via email. They will be asked to providing a ranking on a scale of 1-5, determining how much the reviewer agrees with the statement.  An example review form would be:









Rank







    1       2       3      4     5            not sure

1. The status report comprehensible.
   (  )     (  )    (  )   (  )   (  )             (  )

2. There been steady progress.
 
   (  )     (  )    (  )   (  )   (  )             (  )

3. The job can be completed on time. 
   (  )     (  )    (  )   (  )   (  )             (  )

There will be provision for the reviewer to submit comments explaining the rational for their judgment.  These would be visible to everyone who has access to that job.

As soon as the reviewer submits a review, an aggregate score will be updated based on the answers given by the reviewer. This score will be displayed next to the project, providing a quick overview of the status. A notification can also be sent to the user for whom the review was written, so that he can login to see his review score and go through the comments given by the reviewer (if any).  

Conclusion

It is hoped that the increase in rapid feedback will provide an employer with a reason to be entering in job status reports.  It is also hoped that the reviews from the reviewers will provide reasonable feedback to the manager.  If the manager perceives that the reviewers believe the employees are keeping objective third party professionals satisfied with their communications, then most likely things are fine and jobs are proceeding towards completion.

The real value will come when an employee gets a low score and this prompts the manager to investigate why and take corrective action.  Low scores should be the outcome of two distinct causes.  Either the reviewer doesn’t understand the aspects of the job and gives an inappropriate low score, or the employee is engaged in a course of action, which has been reasonably determined inappropriate, and needs to be discussed.  In either case, a problem is successfully detected and resolved.

This approach assumes the reason users did not utilize the tool was due to a social disconnect between those that entered information and those that needed this information. There was no audience, which would give immediate feedback to a communication attempt.  This proposal attempts to create that feedback via a proxy audience between the employee and the employer.

