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Question No. 1
You have been asked to manage a team of 10 engineers in the development of a product from design through initial manufacturing. Your estimate for the duration of the project is 2 ½ years. Your company has three design centers scattered throughout one country and you know that the majority of the expertise is in the center in which you are not located. Describe your approach for forming and getting this team off the ground. Reference the text or other sources where appropriate, (25 points) (D&S 6)
Solidify Support

I would meet with my supervisor and anyone else up the chain who would be willing to talk about the project. It is important to gauge the level of support and importance of the project. Obtain as much strategic information as possible. I would also consult my peers to assess how they felt about potential success and obtain some support from them. (D&S 93)
Select Location
The best location is probably where the majority of the team is located. Other considerations would be the location of critical technologies to the project. You would have to address whether to move temporarily to the site of the project or not. Unless your family circumstances are completely unsupportive of such a move, I would move and attempt to get additional compensation for doing so.

Select Members

First, I would make a list of the essential skills required for the project. I would then contact all the managers to whom potential members report and ask for their recommendations. Then I would contact the individuals one by one and after briefly explaining the project ask them if they were interested. I would try to select people who have the required skills, whose managers support their participation (D&S 96, 98)
Form Team

The initial meeting of the team should be a two day affair that includes a get acquainted dinner. The first day would be devoted to introductions, explaining the background and essentials of the project, creating a charter and objectives, discussing major technologies and potential difficulties. One of the major sponsors should be invited for the dinner and give a short welcome and motivation for success and explain the importance of the project. The second day can be used for a rough project schedule, assignment of roles and giving initial assignments. Methods of meeting and communication and team processes should be explored and some initial selections made. (D&S 100, 102, 113)
Establish Team

Over the next several weeks the methods will be tested as well as the appropriateness of the assignments. During this stage I may make a substitution of staff if there are people who want out or who have obviously been a poor choice.


Getting off the ground (I would look at this as an about three months phase)

During this phase I would carefully monitor the start up of all activities, meet or talk to each team member several times a week and make sure that there were no personal conflicts developing and no activities were falling behind. A monthly one day meeting, perhaps virtual if we have selected such technology should also be held. If our communication system is well set up, they can become rarer as time goes by.
Question No. 2
You are a new member of a team of ten people responsible for the implementation of a software package in three facilities of your company. The software has been purchased from an outside source. The team has been working on this for a couple of weeks and is expected to complete the job in three months. You have been told very little about the software and prior history of the team and only know the team leader and a few of the others as someone you say hello to in the hall. How would you proceed? (25 points)

Two weeks out of 3 months is a substantial time, so you need to catch up as best you can, and cannot leave things to chance.
This scenario can be interpreted in a number of ways – I looked at it from the perspective of a collocated team (meeting in the hall) and that the installation at the software would be at the other places. The idea came to me from son’s experience – he develops HR software at Technicolor, which is then installed at several sites.

I would first contact the team leader and ask for a one on one meeting as soon as possible. At such a meeting I would try and get him/her to tell me as much about what has been done so far (mission, deliverables, schedule, team meetings). Also what he/she expected from me. Further, I would try to get him/her to have team meeting as soon as possible so I could be introduced formally. 

I would then contact each person on the team individually (even before the team meeting), introduce myself and try to arrange coffee or lunch to get further acquainted.

Later I would ask the team leader to assign me a “buddy”, preferably someone knowledgeable about the software, but also very useful for team norms and procedures

I could request a demo from the vendor or go to a site where the software is already being used. In any case I have to come up to speed quickly on the technical details. (Go to training)

Other good ideas are volunteering for small initial assignments

All of the above will show caring and competence, which you need to create trust.

See Duarte 116 -117, 139 -143)

Question No. 3

This question refers back to question one. Once your team is underway, how would you organize and conduct your team meetings (if any)? Reference the text and back up your choices. (25 points)

I would have two types of meetings – quarterly face –face for major reviews. Detailed agenda, clearly defined roles for chair, timekeeper, scribe, facilitator. Technical support for being able to look at and discuss technical details. Social hour and/or dinner. (or at least lunch together)
The second type would be weekly or bi-weekly or even monthly as the project progresses and virtual. Select a rich technology so both social and technical interchange is facilitated. Again, have detailed agenda, roles as above, except we can probably forgo the facilitator. What we do need is someone responsible for the meeting technology at each site. I would consider excusing some people from these meetings if they were not essential to the current topic
All members will have to be trained in the meeting technology

Before meetings, I would contact individuals about outstanding action items and try and discover any latent problems – it is best not to spring these on people at the meeting for the first time. 

Distribute the agenda a day before the meeting. Meetings should start with a recap of the status at the prior meeting. At the conclusion of the meetings, assign and have action items acknowledged, conduct a meeting evaluation. I t is also a good idea to “go around the room” so that everyone has a chance to contribute
Publish the minutes the day after the meeting
I would also create local sub teams, with an assigned leader, to conduct meetings as they see fit and occasionally go and participate (by invitation only)

Duarte 34, 38, 158-159, 163

Question No. 4

From what you have gleaned from Badawy and your own personal observations, devise a prescription for success for a young, first time, first level manager. Be sure to distinguish your sources, and back up your recommendations. (25 points)

From my personal experiences:

Do a thorough self assessment, especially about what you do or do not know about managing

Delegate
Get to know your subordinates’ strength and weaknesses

Delegate
Stay up to date in technology if possible, but with considerable less emphasis on detail, and seeing the big picture in technological change
Delegate

Take management courses

Check on people’s progress on their task regularly, without making them feel that you are watching them all the time

Keep your manager advised of any problems – since you are new, he/she should not mind frequent requests for help and advice

Delegate

Manage your time carefully – do not get trapped in solving technical problems
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