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Taking Action

When you start working on projects or issues, it is helpful to think about what type of action is necessary to achieve a successful outcome.

Project Issues – When to use the Project Management Form

The Project Management Form should be used to solve complex issues.  If you need to gather information, investigate other possible strategies, or determine that multiple departments are involved, use a more thorough, detailed process.  

This form is used almost exclusively at a Management Team level, because most issues deal with coordinating many key departments.  

Action Item Issues – When to use the Action Item Form

The Action Form is designed to tackle issues or concerns that don’t take major problem solving or research.  This form is very useful for departments.  Usually members are aware of the problem, but are just beginning to address an issue.  Like the Project Management Form, this is an effective tool for a small group or sub-committee to explore an issue, suggest action and report back to the main group.

Interaction or Relationship Issues

Often groups will identify essentials for success that really involve changing the habits of the group, or the way the group communicates with each other.   Rather than forming a project or action list, these issues are often best resolved by creating an interaction agreement, or updating conditions for acceptance on existing interaction agreements.
SAMPLE Interaction CommitmentPRIVATE 
We communicate with integrity, respect and compassion 
a.)  We communicate with integrity, respect and compassion to further the goals of the library/institution/department.

b.)  We openly and fully share concerns with the appropriate individual.

c.)  We listen and consider all perspectives.

d.)  We seek and respect each other for our ideas, skills, and insights.
e.)  We recognize and celebrate each other’s accomplishments and achievements.

f.)  We do not hesitate to explore improvements and seek solutions.
g.)  We act on opportunities to learn and teach.
h.)  We assume best intentions.
We understand and consistently use clear methods for making decisions. 
a.)  We support the team’s decision method.
b.)  We communicate the intention and purpose of decisions to the team.
c.)  We communicate decisions in a timely manner.


d.)  We communicate a consistent and unified message to all staff.
Project Management Form (with descriptors)

Team:   
Team Members:








    

      Updated Date:

Goal







                                  Target Completion Date

	Identify desired goal for project.  
NOTE: The desired goal is not a statement about the means to get to the goal.  The goal is the “product” attained by the project team.  
	Date project will be completed in its entirety


Outcomes
	· Results and benefits from working on and completing the project.

· To support value of project, include measurable results when possible.


Essentials of Success
	· Aspects or qualities of project that will ensure attainment of Goal.
· Success Factors can become Milestones.

· If project gets off track or expected outcomes are not achieved, review Success Factors to determine if a critical one was left out.  

· If challenge is too big, review Goal for possible revision




Considerations - Check whether each consideration is a challenge (C) and/or assumption (A)

	C
	A
	Consideration

	X
	
	Challenges are a part of every project.  If challenge is too big, review goal to determine if desired outcomes needs to be revised.

	
	X
	Identify assumptions involved with the project.  For example, assumptions can be perceptions regarding  a community, staff, government agency, budget, etc.

	X
	X
	Assumptions can be challenging.  Challenges can be assumed.

	
	
	


Impacted Resources – Rating Scale:  1=Minor  2= Moderate  3=High  4=Critical (See below for rating definitions) -– Resources (staff, equipment, or materials) -– Duration (EG: meeting frequency, time used) -- Budget costs (materials, staff, time, etc.)

	Rating
	Resources
	What is impact on resource?
	Duration
	Budget

	1
	
	Informative role, necessary, but not majorly impacted by project success
	Ongoing
	

	2
	
	May provide special service, research, or support for short duration of project
	Attend 1 to 3 meetings
	

	3
	
	Project and desired outcome has impact to department, branch, services, or results. Consider resources at this level to be team participants
	Attend all team meetings
	

	4
	
	Critical investment to project success.  Resources at this level will typically lead project and have representative team participation
	Meetings, planning time, etc.
	


Milestones, Actions, Tasks
	Timeline
	Who
	When
	Done

	1.Milestone – List major achievement(s) for project success
	
	
	

	a. Action – task to support or achieve Milestone
	
	
	

	b. Action – task to support or achieve Milestone
	
	
	

	c. Action – task to support or achieve Milestone
	
	
	

	2.Milestone – List major achievement(s) for project success
	
	
	

	a. Action – task to support or achieve Milestone
	
	
	

	b. Action – task to support or achieve Milestone
	
	
	

	c. Action – task to support or achieve Milestone
	
	
	

	3.Milestone – List major achievement(s) for project success
	
	
	

	a. Action – task to support or achieve Milestone
	
	
	

	b. Action – task to support or achieve Milestone
	
	
	

	c. Action – task to support or achieve Milestone
	
	
	

	4.  Communication Timeline (mandatory)
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	

	
	
	
	


PROJECT STEERING COMMITTEE

CHARGE & REVIEW PROCESS

The Project Steering Committee provides constructive analysis of major projects and monitors progress to ensure project success.

General Responsibilities of Steering Committee
· Determine that sufficient resources are available to conduct projects.
· Determine if an initiative is a district project, department function, or standing committee.
· Ensure that project team is properly trained to accomplish goal.
· Ensure communication of committee decisions and direction to staff.
· Ensure and encourage feedback from staff.
· Coach and mentor the project teams.
· Provide specific suggestions to the project teams.
· Active support when requested.
· Understand that a Project Team might choose an effective, alternate approach.
Preliminary Process
1. Library Board identifies priorities, based on Results Policies.

2. Director and Management Team review priorities, and identify projects.

3. Director selects project manager, and assesses budget impact.

4. Project Manager develops and presents the Director a recommended goal.

5. Project Steering Committee reviews goal, ensuring that it is an attainable goal.  Committee, Project Manager and Director identify necessary skills for team members.  Director and Project Manager make final team member selection.

6. Project Team Members create initial project plan, including outcomes, elements of success, impacted staff, and considerations.  (Use numbers 1-3 from the ongoing review process section to form initial project plan.)

7. Project Steering Committee reviews and makes necessary requirements for improvement.  Following approval, Project Team identifies Milestones and Timelines, and, when appropriate, a budgetary strategy based on preliminary research.

Ongoing Review Process by Steering Committee:
1. Review goal or scope of project
a. Describe the level of expectations
b. Relative worth, in terms of effort, of assignment
c. Is project still a project or is it only an action form?
2. Review outcomes/specific deliverables.
a. Is a training program needed?  
b. A schedule for presentations at department meetings?
c. Is project still a project or is it only an action form?
3. Review elements of success.
a. Desired image or reputation with staff/customers?
b. Appropriate level of involvement of stakeholders?
c. Level of ease of use for implementation
d. Desired impacts upon the staff or public
4. Review timeline.  Is the team on task?
5. Review milestones.
a. Do the proposed milestones represent a reasonable plan to achieve the Goal, Outcomes, and Success Factors?
b. Are there conflicts with other project timelines?
c. Are there conflicts with department peak work periods?
d. Are available resources sufficient?
6. Review Plan and act on Project Team Manager’s recommendations.
Project Close-Out

1. Project Manager presents Report of Improvement.
2. Steering Committee accepts and approves outcomes/deliverables.
3. Steering Committee approves project completion.
4. Project Team Manager offers feedback to usefulness of Project Steering Committee’s forms, manuals, and/or general process.
PROJECT TEAM

Participant Guidelines
5 KEY ELEMENTS FOR A SUCCESSFUL PROJECT TEAM
1. Create a well-defined goal that is achievable within a specific time period.

2. Provide an orientation to the team participants, include the accountability skills needed to support open and frank problem-solving.

3. Follow a thoughtful, deliberative process to achieve the stated goal.

4. Make a commitment to be personally accountable for achieving the stated goal or objective.


5. Understand that perfection is not a realistic goal, and that recovery from errors is an important component of the project team process.

Create a well-defined goal that is achievable within a specific time period.
The Project Team receives direction from the Library Director and/or Management team in the form of an assigned goal.  All the effort of the project team should be targeted towards achieving the stated Goal.  The Director and the Management Team are responsible for providing a goal which is specific and achievable within a specified timeline.  Every project should have a clear beginning and a clear ending.  The Director and the Management Team are also responsible for stating any qualitative standards for the project.

For discussion by Project Team with coach:

· What action can be taken if the Project Team would prefer to work on a different goal?

· What action can be taken if the Project Team concludes that the goal does not provide sufficient direction?
Provide an orientation to the team participants, include the accountability skills needed to support open and frank problem-solving.

The project team has been assigned the task of developing a solution to a complex problem or issue.  Active discussion is the key ingredient to any problem-solving process.  The most common “trap” is that members may be reluctant to surface issues at the meeting for fear of offending others.  Members may also be reluctant to express disagreement for fear of personalizing issues.
Remember that the true objective of holding meetings is to identify problems and solutions though group discussion.  Team members must make a commitment to thoroughly explore options, even if the discussion creates uncomfortable situations.
For discussion by Project Team with coach:

· What happens if critical issues are not addressed at the Project Team level?  How would that affect the quality of the work?  What can be done to recover?

· What happens if the discussion becomes “stuck,” with members restating a position repeatedly?  What can be done to recover?

Follow a thoughtful, deliberative process to achieve the stated goal.
The project team has been assigned an important goal which addresses complex operations.  As you develop a plan and throughout the process, you should constantly question if you need additional information, staff support, or resources.  What will it take to create a quality product? 

Nearly every project should include a research component.  Has another organization already solved this problem?  Can we borrow their ideas?  Can we learn from their mistakes?
Good advance planning will save your team a substantial amount of time.  

· What action can be taken if your team concludes that additional expertise is required?

· What action can be taken if your team concludes that funding is required?
Make a commitment to be personally accountable for achieving the stated goal or objective.

As library employees, everyone has job duties to perform.  The purpose of creating a project team is to accomplish a specific task or goal.  Each member of this team has equal responsibility for achieving the stated goal and each team member is personally accountable for creating a quality product.
It is important for project team members to understand that the Management Team or other steering committee has been assigned the responsibility to critically review and approve the work of the project teams.  Project teams should welcome and even demand this review, particularly early in the process.  The members of the Management Team are accountable for providing direction to the project teams.
Ultimately, the Director is responsible to a board or other governing body for the operations of the library.  It is not uncommon for the Director to routinely review the progress of the project teams, and provide additional direction from time to time to ensure that effort is focused upon achieving the goals of the library.  Project teams should welcome and even request this review, particularly early in the process.  

For discussion by Project Team with coach:

· What action can be taken if your team perceives that the Management Team is not providing needed critical analysis for your project?

· What action can be taken if your team concludes that a direction from the Management Team or the Director is not the best method to achieve the stated goal?

· What action can be taken if a large amount of project team meetings is devoted to resolving issues between team members leaving little time to address the assigned goal?

Understand that perfection is not a realistic goal, and that recovery from errors is an important component of the project team process.
Accountability doesn’t mean perfection.  There will be a real temptation to personalize issues.  Each member of your team will at times “get stuck.”  You may see your fellow team members getting defensive, passive, or even resentful.  It may even happen to you!

When it happens, you and your fellow team members are responsible for helping one another step back and take a more constructive approach to the issue.  The purpose isn’t to assign blame, but get back on the track of problem-solving the issue.  Each team member must make a real commitment to support healthy team dynamics.

For discussion by Project Team with coach:

· What action can be taken if the Management Team or Library Director does not approve the project milestones?

· What action can be taken if a member of the project team does not complete his/her work?
Reporting Improvements

A key ingredient to the success of the project team will be to make sure accomplishments are acknowledged.  Once a project or action issue have been addressed, it is important to stop and assess what has occurred.  Not only is this a great tool for the project team, but it also gives an avenue for the team to show its effectiveness and value to the organization.  

The quickest and most effective tool for this is the “Report of Improvement.”  This brief form gives your team a chance to evaluate what they have completed, assess its effectiveness, make recommendations for improvement (to the project team process), and share work with others.

IMPROVEMENT REPORT
Team:  


Team Members: 

	Start Date: 
	End Date:  

	Improvement Goal: 

	Action and Results

· This bulleted section reviews the expected results of the project, including the tangible and measurable products of the team’s work.




Actual Improvements and Results

This section shares what has occurred or changed as a result of this project team. Include efficiencies and savings.

	Measurable
	General

	· Review the measurable results of the project, including the actual findings (if available).

· What savings have occurred or are expected? May include money, time, resources, and labor.
	· Expected results and benefits/effects of this project after its completion. 


Costs of Making the Improvements

	Measurable
	General

	· Budget calculations/money spent

· Staff time. May include estimates of salary costs. 
	· This is where accountable behaviors and the “human” cost of a project are shared.  (EG: Was there training involved?  Did staff experience stress or angst because of the project?)


Impacted Staff – Who and How 




Rating Scale:  1=Minor  2=Moderate  3=High  4=Critical

These ratings are based upon the actual level of involvement that was needed during the nine months of this project.

· Rating # List the team members and their department(s), including the impact on the individual and their departments

· Rating # Include for all non-team individuals who were impacted by the project, especially if they were not included on the project form.

· Rating # You do not need to cover all ratings of 1-4. Some ratings may be repeated.

Lessons Learned:

Share any lessons that the team learned and/or challenges the team faced, and how they were overcome.

Future Recommendations:

Many teams will have recommendations based upon the results of their project.  A Steering Committee or Director will review the recommendations for further research and study. 

Feedback and Recommendations for the Steering Committee or Director:

Include feedback to the Steering Committee or Director to improve oversight of projects.

Action Form (with descriptors)
Team:

Team Members:


Updated Date:
Goal








                    Target Completion Date

	Identify desired goal or outcome for Action Team.  
NOTE: The desired outcome is not a statement about the means to get to the improvement goal.  The desired outcome is the “product” attained by the action team.  
	Date action team will  complete goal in its entirety


Expected Outcomes

	· Results and benefits from working on and completing the action.

· Include measurable results when possible to support value of action to department/branch/library.


Actions

	Timeline
	Who
	When
	Done

	1.Outcome – List achievement(s) for success
	
	
	

	d. Task – Action to support or achieve Outcome
	
	
	

	e. Task – Action to support or achieve Outcome
	
	
	

	f. Task – Action to support or achieve Outcome
	
	
	

	2. Outcome – List achievement(s) for success
	
	
	

	d. Task – Action to support or achieve Outcome
	
	
	

	e. Task – Action to support or achieve Outcome
	
	
	

	f. Task – Action to support or achieve Outcome
	
	
	

	3. Outcome – List achievement(s) for success
	
	
	

	d. Task – Action to support or achieve Outcome
	
	
	

	e. Task – Action to support or achieve Outcome
	
	
	

	f. Task – Action to support or achieve Outcome
	
	
	

	4.  Communication Timeline (mandatory)
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