
so we
need even more

analysts.

speak
to Gary or

Kent, see who else
wants to be cross
trained and how

long it’ll
take?

then ask the
developers.

thanks.

none of
the testers

want to
do it.

I printed
this off so you

can read it whilst
you are on the

way to your
meeting.

hold on.
let’s step

back a
second...

so
they can

work
together.

why did
you need two
testers and

two analysts?

Three items need to be addressed to make it work:

1. Estimate time, not effort. Given that the manager

 does not know as much about the tasks as the 

 team, it is better to get the team to estimate how 

 long something will take. When allocating the 

 work to the team, the team is better placed to 

 perform the allocation, as they know what other 

 work they have planned. Trying to centralize all 

 that information means the manager becomes 

 the bottleneck.

2. Understand knowledge work. People performing 

 knowledge work achieve more in four hours 

 uninterrupted time than they can in two lots of 

 two hours. They perform more in two hours than 

 they can in two lots of one. They need time to get 

 their head around a problem before they can start

 working on it. It may take an hour to get their 

 head into a problem, after which they can start 

 their work. In a four-hour slot, they can do three 

 hours of real work, whereas in two hours, they 

 can only do one hour.

3. Team allocates work. The needs to allocate work

 amongst themselves so that the team members 

 who are working on tasks that require a lot of 

 "start up" time are not interrupted by requests. 

 This is a dynamic allocation as the "start up" 

 time depends on the type of work and the type 

 of knowledge worker. The rest of the team 

 handles all the other requests in the mean time.

Focus on the time, not the effort: 

The three missing elements in using Gantt charts

Project managers need to focus on the estimated time

to complete.

The typical approach is not working well for knowledge

workers. This blog post offers three steps to improve

project management: estimate time not effort, under-

stand knowledge work, team allocates work.

Project managers typically follow four simple steps.

1. Identify the tasks that need to be done

2. Estimate the effort for each task.

3. Allocate the tasks to resources (or people as   

 most of us like to call ourselves)

4. Play with step 3 (resource allocation) until all of

 the work can be fitted into the allotted time in   

 order to reduce the number of tasks indentified in  

 step 1.

Managers often use a management tool such as

a Gantt chart to assist them in managing the tasks. 

The Gantt chart helps the manager identify the 

dependencies between tasks. The dependencies 

often take the form "Group A creates work object 

XYZ" and then "Group B uses work object XYZ."
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