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GUIDELINESFOR MANAGING A PROJECT

The following areas should be reviewed with project team members near the beginning of the study and throughout the
project as needed:

Confidentiality

Project team
File organization and documentation devel opment

Communication
Administrative
Report Preparation
Project Completion

No o A~ODNRE

1. Confidentiality - Maintaining data access

2. Project Team

Roles and contact information should be documented on the project website for the following, where applicable
(information may aso be included on level of access approved for each team member).

. Principal Investigator (Pl) - isthe lead person on the project, who assumes responsibility for delivering the project. The PI
makes decisions on project direction and analysis requirements, with input from programmers and the research coordinator
(an iterative process). If there is more than one Pl (e.g., multi-site studies), overall responsibility for the study needsto be
determined, and how the required work will be allocated and coordinated among the co-investigators.

o Researcher Workgroup website (internal link)

. Research Coordinator - isaways assigned to deliverables and is usually brought in on other types of projects involving
multiple sites, investigators and/or programmers. Responsibilities include project documentation, project management (e.g.,
ensuring that timelines are met, ensuring that project specifications are being followed), and working with both investigator(s)
and the Programmer Coordinator throughout the project to coordinate project requirements. (The Programmer Coordinator
facilitates assignment of programming resources to project, ensuring the best possible match among programmers and
investigators).

o Research Coordinator Workgroup website(internal link)

. Programmer Analyst - isprimarily responsible for programming and related programming documentation (such that the
purpose of the program and how results were derived can be understood by others). However, amgjor role may be taken in
the analyses of the project as well, and thiswill characteristically vary with the project.

o Programmer Analyst Workgroup website(internal link)

. Research Support - is primarily responsible for preparing the final product (i.e., the report), including editing and formatting
of final graphs and manuscript and using Reference Manager to set up the references. Research support al'so normally sets up
and attends working group meetings. All requests for research support go through the Office Manager.

Project Team consider ations

. Roles- itisimportant to clarify everyone'sroles at the beginning of the project; for example, whether the investigator
routinely expects basic graphs and/or programming logs from the programmer.

. Continuity - it is highly desirable to keep the same personnel, from the start of the project, where possible. It can take some
time to devel op a cohesive working relationship, particularly if work styles are not initially compatible. Furthermore,
requesting others to temporarily fill in for team absences is generally best avoided, particularly for programming tasks (unless
thereis an extended period of absence). The original programmer will know best the potential impact of any changes that may
need to be made to programming code.

. Accesslevels-to MCHP internal resources (e.g., Windows, Unix) need to be assessed for all team members and set up as
appropriate to their roles on the project.

. Working group - isaways set up for deliverables (and frequently for other projects):



http://www.umanitoba.ca/rdot/faculties/medicine/units/mhcp/resources/access/index.html
http://portal.mchpe.cpe.umanitoba.ca/sites/researchers/default.aspx
http://portal.mchpe.cpe.umanitoba.ca/sites/rescoord/default.aspx
http://www.cpe.umanitoba.ca//index2.html
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o Terms of Reference for working group (internal)

3. File or ganization and Documentation Development.

All project-related documentation, including key e-mails used to update project methodology, should be saved within
the project directory. Resources for directory setup and file development include:

. Managing M CHP resour ces - includes various process documents as well as an overview of the documentation process for
incorporating research carried out by MCHP into online resources: Documentation Management Guide (internal)

. MCHP directory structure - adetailed outline of how the Windows environment is structured at MCHP

. Managing project files - files and sub-directories should be organized and named as per the MCHP Guide to Managing
Project Files (internal pdf). Information that may be suitable for incorporating into MCHP online resources should be
identified; for example, a Concept Devel opment section for subsequent integration of a new concept(s) into the MCHP
Concept Dictionary. The deliverable glossary is another resource typically integrated into the MCHP Glossary.

4. Communication

Project communication should be in written form, wherever possible, to serve as reference for project documentation.
Access and confidentiality clearance levelsfor al involved in the project will determine whether separate communication
plans need to be considered for confidential information.

. E-mail - provides opportunities for feedback/ discussion from everyone and for documenting key project decisions.
Responses on any given issue would normally be copied to every project member, with the expectation of receiving feedback
within areasonable period of time - e.g.,afew days). The Research Coordinator should be copied on ALL project
correspondence in order to keep the information up to date on the project website.

o E-mail etiquette (internal)

. Meetings. Regularly-scheduled meetings or conference calls should include al project members where possible. Research
Coordinators typically arrange project team meetings and take meeting minutes, while Research Support typically arranges
the Working Group meetings.

o Tipsfor taking notes (internal)
o Outlook calendar - used for booking rooms, it displays information on room availability and may include schedules of
team members.

5. Administrative

. Timeentry - time spent on projects should be entered by all MCHP employees who are members of the project team.
o website for time entry (internal)
o procedures for time entry (internal)

6. Report preparation - available internally in MCHP Publication Sandards and Guidelines. Thisincludes:

. Policies - e.g., Dissemination of Research Findings
. Standards- e.g., deliverable production, use of logos, web publishing
. Guidelines- e.g., producing PDFs, powerpoint, and Reference Manager files
. Other resources - e.g., email etiquette, technical resources, photos.
. Reliability and Validity Checks - making sure the numbers "make sense". Carrying out these checks requires spelling out
who will do which checks.
o DataValidity Checks - avariety of things to check for at various stages of the study. Programming can be reviewed,



http://www.cpe.umanitoba.ca/shared/Support/Deliverable%20Templates-ethics-hipc/Working%20Group%20Terms%20of%20Reference.doc
http://www.cpe.umanitoba.ca/shared/Project/WWW/dmg/policy_doc_manage_guides.shtml
http://www.cpe.umanitoba.ca/mchp/concept/file_mgmt_guide.pdf
http://www.cpe.umanitoba.ca/mchp/concept/file_mgmt_guide.pdf
http://www.cpe.umanitoba.ca/shared/Project/WWW/dmg/Guides/email_etiquette_MCHP_Sept7-05_DRAFT_rs.doc
http://www.cpe.umanitoba.ca/research%5Fcoordinators/tips/LDS_meeting_tips_05workshop.doc
http://www.cpe.umanitoba.ca/projectmgmt/
http://www.cpe.umanitoba.ca/shared/Support/Time%20Tracking/help.pdf
http://www.umanitoba.ca/faculties/medicine/units/mhcp/resources/protocol/manage.html
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for example, by checking to ensure all programs have used the right exclusions, the correct definitions, etc. , and
output has been accurately transferred to graphs, tables, and maps for the report.

o Discrepancies between MCHP and Manitoba Health Reports - an example of cross-checking against another source of
data

7. Project Completion - Several steps need to take place to "finish" the project:

. Final Project Meeting. Wind-up or debriefing meetings are held shortly after public release of a deliverable. Such meetings
provide all team members with an opportunity to communicate what worked/did not work in bringing the project to
completion, providing lessons learned for future deliverables.

. Final Documentation Review. Findings from the wind-up meeting should be used to update and finalize the project website
(including entering the date of release of report/paper). Both Windows and Unix project directories should be reviewed to
ensure that only those SAS programs relevant to project analyses are kept (and well-documented) for future reference. Any
related files which may be stored in a user directory should be moved to the project directory.

. System Cleanup. When the project is complete, the Systems Administrator should be informed. Project directories, including
program files and output data sets, will be archived to tape or CD. Tape backups are retained for a 5-year period before being
destroyed so any project may be restored up to five years after completion.

. Integration of new material with MCHP resource repository - ageneral overview of this processis described in General

Documentation Process {internal} .



http://mchp-appserv.cpe.umanitoba.ca/viewConcept.php?conceptID=1177
http://www.cpe.umanitoba.ca/shared/Project/WWW/dmg/web_general/MCHP_documentation_process.doc
http://www.cpe.umanitoba.ca/shared/Project/WWW/dmg/web_general/MCHP_documentation_process.doc
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