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WELCOME TO THE ACADEMY OF PROGRAJv\ AND PROJECT 

Leadership (APPL) and ASK Magazine. APPL helps 

NASA managers and project teams accomplish roday's 

missions and meet tomorrow's challenges by providing 

performance enhancement services and tools, supporting 

career development programs, sponsoring kn owledge 

sharing events and publications, and creating opportu

niti es for project management collaboration with uni ver

sities, professional associatio ns, industry partners and 

other government agencies. 

ASK Magazine grew o ut of APPL's Knowl edge 

Sharing Initi ative. The sto ries that appea r in ASK are 

written by the ' best of th e best' project managers, 

primarily from ASA, but also from other government 

agencies and industry. These stories contain genuine 

nuggets of knowledge and wisdom that are transferable 

across projects. Who better than a project manager to 

help another project manager address a critical issue on a 

project? Big pr~jects, smaLl projects-they're ali here in ASK. 

Please direct aLl inquiries about ASK Magazine editorial 

policy to Todd Post, EduTech Ltd ., 8455 Colesville Rd., 

Suite 930, Silver Spring, MD 20910, (301) 585-1030; or 

email rotpost@edutechltd .com. 



IN THIS ISSUE Todd Post 

What Is This Fourth Dimension? 

Soon after we started publishing ASK, I heard from some 
of our NASA readers that we needed to feature more stories 
about managing research projects 

THE RESEARCH COMMUNITY AT NASA, I WAS TOLD, IS TOO 

often overshadowed by the fo lks who build hardware. 

Four of ASA's nine centers, after all , are research centers. 

I hope sto ries in several of o ur recent issues have 

sati sfied some of th ose ea rly criti cs. But to any proj ect 

manager of a resea rch project who may still feel s lighted , 

well , here is an issue fo r you. 

In workin g on thi s iss ue, what I've learned is th at 

managing research projects demands an understand ing 

of what Dr. Robert j. Ooe) Shaw ca ll s th e fourth 

dim ens io n: po liti cs. Hi s sto ry, "Gettin g Po liti ca lly 

Active," explains how he has evolved from being an 

observer of o rga nizational politi cs to ac ti vely po liti cking 

fo r his projects. Caro l Gin ty, who like Joe Shaw is located 

at ASA's John Glenn Resea rch Center, kn ows that th e 

technica l report doesn 't always se ll th e research. That's 

why she's always looking fo r things th at will-and find s 

th em wherever they turn up. 

Tim Flo res returns to ASK thi s issue. I interviewed 

Tim fo r Issue 2. At th e time, he was on leave from 

NASA's Ames Research Center, working on a Masters 

degree at M IT. Finished now, he has a story, "Earthly 

Considerations on M ars," abo ut th e resea rch he d id fo r 

hi s th es is. Tim looked at two M ars projects, th e 

successful Pathfinde r an d th e ill - fated Surveyo r, 

attempting to understand th e di ffe rence between a 

successful miss ion and a fa il ed o ne in terms of th e 

orga nizati onal stru ctures of th e project teams. Resea rch 

projects o ften give us many surprises, and this o ne is no 

exceptio n. 

Our interview thi s issue is with Dr. M ichael Hecht, 

a project manager at the Jet Propulsio n Laboratory. 

Among oth er things, Mi ke shares what it was like 

working as the project manager and co- invest igator on 

an instrument schedul ed to fly on an upcoming Mars 

mission. Did his dual ro le on the project pose a confli ct 

of interest? Read the interview and see. 

In th e Special Fea ture, APPL Kn owledge Sharing 

Manager Denise Lee has a story about how th e AP PL 

Transfer Wisdom Workshops have evolved . Denise and 

her APPL tea mmates conduct o ne-day workshops at the 

NASA Centers, using sto ri es from ASK to pro mote a 

kn owledge sharing culture at each Center. Al ong with 

th e sto ry by Deni se, we've incl uded sto ries by parti ci

pants from some of the workshops. 

Las tly, we celebrate the li fe of Frank Hoban, who 

passed away unexpected ly in December. Frank was the 

edi to r of Issues in Program and Project Management, 
pu blished by NASA and dedica ted to research do ne by 

NASA managers. Issues appeared th roughout the late 

1980s and ea rly 90s. " From T he Directo r's Desk," Dr. 

Edward Hoffman 's column, is a rememb ra nce of Frank, 

and in th e " Loop" we pass along some tributes written 

by Fran k's friends and colleagues. 

Hope you enjoy this issue of ASK. Remem ber, thi s 

and all iss LI es are fo r yOLl . • 
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•
" .. " -- FROM THE DIRECTOR'S DESK DJ: Edward Hoffman 

Remembering Franlz Hoban 

Years ago, I interviewed for a job I wasn't sure I wanted 
with a man who wasn't confident he wanted me 

Ti lE JOB \VAS BEING SECOi"D- IN -CHARGE OF NASA's 

Program Project Manage ment Initiati ve (precursor to 

th e Academy of Program and Project Leadershi p), and 

my interviewer was Frank Hoban. 

Shortly after we exchanged typical pleasantries, Frank 

jumped right into discussing ideas, beliefs and goals. After 

twenty minutes he asked, "So, when can 

project management communi ty. I still remember him 

telling everyo ne what a wondelf ul leader I would make, 

and hi s strong insistence that I receive their suppo rt. 

Frank had acccpted a uni versity teaching position. 

He fe lt it was time for a new adventure and assured me 

he wo uld always be nea rby to help-and he was. O ver 

th e yea rs we stayed close. One time, 

you start?" I made the second best 

decision of my life and accepted the job 

on the spo r. 

I remember a typi ca l Frank 

remark when embarking on a new 

assignment, "Let's get started soon 

beca use we ca n d o some rea lly 

important things, and let's remember 

to have fun. " Few days we re as 

enjoyable as meeting with Frank over 

Leaving, I noted how 
his ryes sparkled 

with energy, excitement 
and adventure. 

scveral yea rs ago, Frank invited my 

family to his New Year's Day party. We 

went for a walk on the grounds of his 

beauti ful home, the two of us, and he 

asked me how things were going. This 

was during a period of excessive travel 

and long ho urs. I knew he could sense 

I was burning out. He shared some of 

his experiences and th en talked from 

I knew he was planning 
the next big thing. 

lunch and hearing sto ri es of escort ing Wernh er von 

Braun to the Dick Cavett show, or working for George 

Low on the Low Cost Systems Office, or the early days of 

Space Station. 

Frank ca me fro m a project wo rld . Hc much 

preferred addressing rea l issues by working with th e best 

people and staying focused on the custo mer require

ments. When I first started with Frank, he inform ed me 

th at the more time I spent in my Headquarters offi ce the 

less effecti ve I would be. The customers, experts and 

practiti o ners, were in the ficld-spend time with them. 

He made th at po int personally by the way he used 

his las t few weeks befo re leaving ASA. He esco rted me 

on a tour of each of the centers. We met with all of th e 

wo rking groups and individuals who were so vital to th e 
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the hea rt abo ut the most important 

thing being family. He warned me th at it was easy getting 

caught up in the excitement of wo rk and travel. 

The last time I saw Frank was at the Goddard Space 

Flight Center. We had a few minutes to talk. We 

d iscussed possibiliti es, exchanged ideas, caught up on 

people and agreed to get togeth er for lunch soon. 

Leaving, I noted how hi s eyes sparkl ed with energy, 

excitement and adventure. I kn ew he was planning the 

next big thing. 

Frank was a big part of what makes ASA special. 

He was part of a hero generation that fa ced challenges, 

dreamt big and remembered to have fun. He embodi ed 

a love for family, country and ASA. I have always 

considered myself an extremely lucky person for having 

kn own him. • 





Y A southwest view from Pathfinder 's 

landing spot reveals the rocky 

Martian landscape . 

y , 

When I left my job at Ames Research Center in 

1999 to go back to school, both of these projects were 

fresh in my memory. So, when it came time to choose a 

resea rch project for my Mas ter's th es is, the Ma rs 

missions came to mind. I wa nted to work on something 

of real value to NASA and, by looking at these projects 

UPL). They were conducted under the same "fas ter, 

better, cheaper" mandate, we re all of comparab le scope 

and shared many similar elements and even some of the 

sa me team members. But they had very different end 

results; what accounted fo r the d ifference? Aside fro m 

the reported technica l issues, what could have been the 

dec iding factors betwee n success 

One fundamental 
element distinguished the 
successful mission from 

the failed missions: 
teamworl<. 

and fa ilu re? Could the orga niza

ti onal design, po liti cs o r culture 

have been a fac tor? 

With the help of my advisor at 

M IT, I deve loped my resea rch 

project as an orga nizationa l study of 

the Mars projects, and I developed a 

lengthy set of ques tions to use when 

interviewing team members fro m 

the th ree projects. I anticipated that 

some of the people I spoke with 

migh t, qu ite understandably, be 

from a new perspective, I hoped I would have something 

to offer the Agency. 

Much had already been written abou t the Mars 

missions. At least two books had detailed the success of 

Pathfinder from start to finish. Committees had studied 

closely the Mars Climate Orbiter and Polar Lander, two 

not-so-sueeessfu l Surveyor projects. Why d id [ think I 

had something new to say? 

Asking questions 

The Pathfinder, Climate Orbiter and Po lar Lander 

projects all came out of the Jet Propulsion Laboratory 

sensitive about discussing their work on a so-ca ll ed 

"failed" mission, and r gave th is a lot of thought. 

When it came time to contact my research subjects 

on the Orbiter and Lander projects, [ made it el ea r that 

[ wasn't interested in finger pointing and I wasn 't 

looking to blame anyone for fa ilu res. [ explained that r 
was studying the strategic design of each project, i. e., 

the grouping, linking and alignment of the project. [ 

wanted to look at the po li tical environment to see how 

the goa ls and interests of stakeholders affected the 

outcomes, and [ wa nted to understand the working 

culture of each project. 



,.----- ---- - - --- - - - - -- - - -

[n the end, l was imprcssed by the 

ge nerous response of the participants; 

everyone of them expressed a des ire to 

share their knowledge and to help with 

my research. 

Getting answers 

I intcrviewed, in great depth, eight key 

figures fro m the missions (one subject 

worked on both Pathfindcr and Surveyor, 

and I interviewed him separately about 

each). I expected to find that the 

Pathfinder differed from th e o th er 

projccts on a number of levels: resources, 

constraints, philosophy, and personnel. 

And this was, to somc extcnt, true. But I 

was extremely surp ri sed to find one 

fundamental element that distinguished 

the successful mission from the failed 

miss ions: teamwork. 

You can't underestimate the value of 

effective teamwork. The Pathfinder team developed 

trusting relations within a cu lture of openness. They felt 

free to make the best decisions they could with the 

resources available to them, and they knew that they 

weren 't going to be crucifi ed fo r mistakes. That trust 

ne er developed in the other programs. 

Why did the individuals of one team work so well 

with another, whil e the othcr teams suffered from 

numerous conflicts and communication gaps? Tied into 

this are a number of factors. One of the things that 

- - - - - - --

Because dust extends high into the 

atmosphere , the Martian sky stays 
bright for up to two hours after sunset. 

Pathfinder did was to develop a fl at 

orga niza tion, which allowed team 

members to make decisions across 

the board. They were not forced to 

fo llow the standard hierarchical 

protocol that usually exists in 

government programs. Team 
members were encouraged to 

speak to o nc another directly, 

rather than through managers, 

and they felt fewer bureaucratic 

limitations on their work. 

Another fac tor: co ll ocation. 

The Pathfinder team built their 

own spacecraft, and they were able 

to co-locate almost all the team on 

one floor in one building. Team 

members had frequent, informal 

face-to-face interactions on a daily 

bas is. Consequently, they could 

respond to emerging issues quickly. 

Cono'ast to that the distance between the OrbiterlLander 

prime contractor, Lockheed Martin Astronautics, in 

Colorado and the mission team at JPL in California. 

Working with dispersed teams made communication 

fa ilures more likely, and communication fa ilures, in 

turn, prohibited developing trust. 

ever underestimate the power of positive 

thinking. Even though the budget for Pathfinder was an 

order of magnitude small er than prev io us Mars 

miss ions, team members turned that into a "can-do" 



moti va tional factor. Management took the first step in 

crea ting a trusting environment that set the tone for 

positive results. The atmosphere brought ou t a strong 

performance ethic and the relentless 

desire to accomplish the mission. In 

[f there's one th ing my research taught me, it's that every 

project, no matter what its technical specifics, comes 

down to being a human capital effort. • 

contrast, the chall enges for th e 

Surveyor program were presented 

with a negative connotation of "two 

fo r the price of one" and "it couldn 't 

be done." 

ot surprisingly, my research 

uncovered many of the same factors 

identified by ea rlier studies as criti ca l 

elements to the relative success or 

failure of the Pathfind er, Orbiter and 

We can't afford to 
overlool< the relationships 

between the people 
who worl< on a project. 

Lander missions. T he striking differ-

ence between the projects, however, became clear during 

my research: the cooperative relationships between team 

members across the boundaries on the Pathfinder 

mission did not exist on the other miss ions. 

Without a doubt, sound science and technica l 

proficiency are crucial to a project. But an examination 

of the Mars missions tells us that we can 't afford to 

overl ook the relat ionships between the people doing 

the work. 

In many ways, my resea rch continues. I'm trying to 

apply the lessons I learned to my current work situation . 

I've pushed for more face-to-face communication and 

I'm trying to help build a relationship of trust between 

members of the vari ous teams worki ng on my project. 

L ESSONS 

• You can enable success but cannot create it. Project 

managers must tind the right balance between giving 

people the right independence (trust) to accomplish great 

things and providing the guidance to help them do it. 

• Project management is a people industry. Gaining the 

trust of your followers will grant you more influence 

than any formal authority. 

Q UESTION 

[n research, we expect to be surprised because that's how we 
learn. On a project, we often greet surprises with some trepida
tion, understandably. How might you rethink "surprises" on a 
project as learning opportunities? 



the people assigned to UEET worked 

III the HSR program and the 

Ad va nced Subsonic Technology 

(AST) program, which was cancell ed 

at the same tim e. Though these NASA 

employees and indus tri al partners 

suffered coll ateral damage when the 

o ld programs were terminated , I 

needed to get them to buy in to the 

Understand your stakeholders' 
perspectives, or run the risk 
of seeing your program being 
killed off in an instant. 

new program. 

[ spent a lot of time explaining my 

vision fo r the new program-and listening to their 
complaints. That was okay; people need to vent, and 

you 've got to understand that. [ beli eve that by commu

nica ting with all th e peo ple associated with this program 

and by develo ping a rela tion ship with th em, we 

developed a high degree of suppo rt for the program-to 

the po int that some of our contractors have taken the 

initiative to spread the message that the UEET Program 

deserves continued funding. 

r wa nt to make very clear, though, that I have never 

encouraged any industrial partner to go o ut and lobby 

Congress; that's not an appro priate activity fo r NASA 

personnel. I think we have a strong, cl ea r vision in 

UEET and we deli ver timely, high-quali ty technica l 

products. This vision and our success in rea lizing the 

vision inspire people to take appropriate action. 

[ have also spent a good dea l of my time with our 

stakeholders at NAS A Headq uarters. Over the years, the 

leadership in the Office of Space Techno logy has 

included peo ple of very different backgrounds, experi

ences, and approaches to program planning. Each and 

every one of these individuals has been a good person, 

but they come from different perspectives. My advice to 

anyone heading up a research program at NASA: 

Understand your stakeholders' perspecti ves, or run the 

risk of seeing yo ur program being killed off in an instant. 

And that is al so my advice to all program and 

project managers. You must engage yo urself in under

standing the environment in which yo ur program or 

project operates. To pu t it simply: Yo u can run , but yo u 

cannot hide from politi cs. Either yo u will influence the 

politics that surround your program, o r politi cs alone 

could determine the fate of your program. [ lea rned the 

hard way that a manager can't afford to be detached. • 

L ESSONS 

• Projects can, and do, succeed because of politi cs. And 

they can fa il due to politics, as wel l. Po litics does no t have 

to be a dirty word, if it means working closely and openly 

with customers and stakeholders; it is an essential 

approach that requires continuous dedication of time 

and attentio n. 

• Project management is a people industry. Ga ining the 

trust of your followers will grant you more influence 

than any formal authori ty. 

Q UEST ION 

How do you get buy-in from the stakeholders 011 your projects? 







O ut of nowhe re ca me a fro nt-page news sto ry 

abo ut a horrible plane crash that was due to icing. It 

was n't the icing that we were studying but, nevertheless, 

icing resea rch had new currency (yes, pun intended) . 

Suddenly, the money we were asking for-and more

was made ava il able to us. 

I wasn 't directly involved in bringing that money to 

the program. I stood by on the sidelines and sa id , "Well , 

I don 't understand how the politi cs of thi s works exactly, 

but it seems to be benefitin g me and so that's nice." 

Detachment served me fin e in that case. Many yea rs 

later, however, I was involved in another po litica l football 

match and , this time, the ba ll didn 't bounce my way. 

On My Own 

In 1999, the program I was working on, High Speed 

Resea rch (HSR), was terminated. I could spend pages 

talking about why it was tcrminatcd, bur at the risk of 

sounding like sour grapes, let me just say this: Over a fcw 

weeks (literally, a few), we lost our nati onal agenda and 

priori ty. We went from the top program to the one that 

you didn 't want to talk about anymore. 

It was a very upsetting experience. Many of the 

people who worked fo r us wa nted to know what they did 

wrong. The answer was, "You didn 't do a damn thing 

wrong." There were forces at wo rk beyond our 

immediate control. 

The program was terminated around Thanksgiving. 

While [ was at home for the Christmas holidays that 

yea r, I put up shelves in our basement. I worked out 

some of my frustration with work on my home project. 

I still have a lot of drill holes in the wa ll , and there are 

names associated with each one of those holes. 

Shortly after the HSR program was cancell ed , Dan 

Goldin , the ASA Administrator at the time, told my 

boss that he wanted to start a new program-somewhat 

similar to the program that had been terminated but 

diffe rent enough to be considered revolutionary. My 

boss told me that he wa nted mc to do this job. 

[ wasn't terribly excited about jumping right back 

into the po liti ca l fray. I to ld him point blank, "[ don 't 

wa nt it. " He sa id , "Oh, yes, yo u do." So, that was the end 

of that discussion. 

Politics, Redux 

Th e Ultra Effi cien t Engin e Technology Program 

(UEET) is a co llecti o n of technologies aimed at 

impacting future gas turbine engine designs. Some of 



FOR THE PROJECT I 
by Carol Ginty 

ADVOCATING RESEAR CH IS A LITTLE TRI CKIER 

THAN SELLING OTHER PROJECTS AT NASA. 

YOU CAN POINT TO A SATELLITE. YOU CA N 

POINT TO A ROCKET YOU CAN SEE THE 

SHUTTLE AND THE INTERNATIONA L SPAC E 

STATION . BUT IT'S D IFFERENT ON THE 

RESEARCH SIDE . HOW DO YOU DI SPLAY 

COMPUTATIONAL FLUID DYNAMI CS? HO W 

DO YOU GET SOMEONE TO UNDERSTAND 

THE VALUE OF COMPOSITE MATERIALS O R 

NANO-TUBES THAT THEY CAN 'T EVEN SEE 

WITHOUT A MICROSCOPE? 

W I IERE I WORK AT NASA's JO I I'" G LE"''' R ESEARC I I 

Center, we joke abo ut how we all went to engineering 

schoo l, but what we rea lly needed were classes in 

po liti ca l science and marketing. These days, it seems 

th at techni ca l decisio ns aren 't madc stri ctly based o n th c 

merits o f th e techno logy. At th cir root, decisions abo ut 

resea rch projects are large ly po liti ca l. 

It all comes down to this : How do ~'ou co nvince 

people th at low-visib ility p rojects have th e potenti al to 

change th e way th ey li ve, and th ar th ey share a vested 

interest in the o utcome of thi s work? And it's no t just 

th e Am eri ca n publi c o r Congress th at I need to 

co nvince. I've fo und that I have to do a lo t o f "stumping" 

within th e Age ncy abo ut why this techno logy is so 

important. 

As a project manager, I have to be awa re of what's 

go ing on at my resea rch instituti on relati ve ( 0 o th er 
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progra ms and projects-and I have to be on th e lookout 

fo r any threats th at might be coming my pro ject's way. 

When my program manager, Gary Seng, gets mandated 

budget cuts, he has to take th e money o ut somewhere. 

An important part of mv jo b is convincing him that my 

wasting money. Instead, [ po int out th at a think tank at 

Stan fo rd Uni ve rsity recently did a study and concluded 

tha t ra is ing th e engin e temperature 50 degrees 

Fahrenheit across th e entire fleet o f commercial airlin es 

would save $1 billio n annua lly in fuel consumptio n . 

How do you get someone to 
understand the value of composite 
materials or nano-tubes that they 
can't even see without a microscope? 

That gets people's anenti on. 

And th at's what I mea n by 

se lling th e project. 

[ have lea rn ed th at th e 

techni ca l paper doesn 't se ll 

a proj ect. Frequently at 

reviews, you watch peop le 

no d off in the midd le of all 

th e techni ca l data . Whil e it 's 

project sho uldn 't be th e one th at gets cut. 

It helps that I'm ge nuinely passio nate about what 

we're d oing. So, whenever I have th e opportunity to 

present o ur tec h nology to u ppcr management, I don 't 

simply report th c status of o ur mil esto nes. I try to make 

every p rese ntati o n exciting. I show the potcnti al of what 

we're working on and I ta lk abo ut benefits down th e 

road . I spin the project however and to whomever I 

think it needs to be spun. 

C urrently, I'm managing adva nced hi gh tempera

tu re materi als research. Almost everv svstem studv has . . . 

identifI ed materi als as th e key to future technologica l 

deve lopments. So, I'm always o ut there looking fo r any 

nugget of informatio n th at I can pull 

from o ne of th e stud ies. I'm looking fo r 

th at so und bite ca pable o f influencing 

so meo n e in abo u t 30 seco nds

someth ing th at wi ll leave him or her 

thinking, "Oh, we rea lly do need this 

materi a ls resea rch. " 

Th e techn ology being developed in my project will 

enab le a commercia l su bsoni c engine to perfo rm at 

hi gher tcmperatures. When you raise th e temperatu re in 

an engine, th e engine runs more effi ciently. Yo u reduce 

emiss io ns and save money beca use the engine burns less 

fuel. Most current materi als have reached th eir inherent 

therm al ca pabilit ies. So, we are developing bo th new 

material systems and coa tings fo r existing materials to 

achi eve this goa l. 

If I simply to ld you that m illi o ns of dollars have 

go ne into thi s resca rch and that th e operating tempe ra

ture of an engine has been increased by 100 degrees 

Fahrenheit , .'dU m ight jum p to th c conclusion th at we 

h ave n 't accom pli shed much , and that we've been 
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exc iting to the resea rcher, 

it's often borin g to the decisio n makers. If yo u wa nt th eir 

vote, yo u need to get th eir attentio n and yo u need to 

show them va lue. • 

LESSO~S 

• There are times when the ro le of the project leader is 

sim ply to sell the project. O n a resea rch project it is often 

more crucial and more difficult , and requires focus, 

effort, and creativity. 

QUEST IO~ 

Is there a point at which "selling" a project can become "selling 
out" a project? 



SPECIAL FEATURE: KNOWLEDGE SHARING 

You KNOW THE FEELING: YOU THROW A PARTY, INVlTE A LOT 

of people and you pray they show up. When we planned 
one of our first Transfer Wisdom Workshops (TWWs) at 

Goddard Space Flight Center, we expected to run a 
workshop with 25-30 people. fnstead, only fi ve people 
from Goddard had entered the roo m by the time we 

were supposed to start. 
It's hard to "share" knowledge when you don't have 

people there to do the sharing, but you can only clear 

By Denise Lee 

IN NOVEMBER 2001, THE APPL 
KNOWLEDGE SHARING INITIATIVE 
INTRODUCED A NEW PRODUCT, 
THE TRANSFER WISDOM WORKSHOP. 
THE IDEA WAS TO GIVE PRACTITIONERS 
AT EACH OF THE NASA CENTERS 
THE OPPORTUNITY TO ENGAGE IN A 
KNOWLEDGE SHARING ACTIVITY. 

yo ur throat so many times and say, "Maybe we should 
wa it another ten minutes and see if a few more people 
get here." Eventually, we got things underway. 

TWWs foc us on practitioners' stories about their 
work experi ences. We craft the stories we di scuss and the 
questions we ask to bring out concrete examples of best 

practi ces and lessons learned. O ur aim is to help the men 
and women who work on ASA projects step away from 
their work for a moment in order to better understand it, 
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SPECIAL FEATURE: KNOWLEDGE SHARING CONTINUED 
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WE SIMPLY HAD TO DO A 
BETTER JOB OF GETTING 
OUR MESSAGE OUT THERE. 

learn from it and then share what they have learned with 

oUl ers. By the end of a workshop, we have parti cipants 

familiar enough with the concept of sharing knowledge 

through narratives that they write their own stories. (You 

can see a few of these stories on pages 18-19.) 

Though we had only a handful of participants at 

that first Goddard wo rkshop, we engaged them in lively 

discussions and, by all accounts, they left feeling that 

they had spent their time producti vely and had learned 

a grea t dea l fro m one another. We had done a solid job 

running the workshop- but it was apparent that we had 

done a poor job recruiting participants. 

At a coffee shop not far from Goddard , the 
Knowledge Sharing (KS) team gathered for a debriefing. 
I got into a discussion with Dr. Alexander Laufer 

(Editor- in-Chief of ASK and creator of the TWW 

concept) about our planning strategy. Alex's idea had 

been to go to each of the Centers and spend fa e-to-face 

time recruiting KS afftliates who would , in turn, sell the 

workshop for us. I pointed out that the plan sounded 

great in theory, but our affili ates were all busy people, 
top-n.otch project man.agers themselves, and they had 

precious little time to tout our initiative and make sure 

chairs were fLlled at our workshops. 

I suggested that rather than relying on affiliates, [ 
should "work" each Center to guarantee we had an 

adequate turnout. Alex argued that r wouldn 't know 

how to identify the right people. I countered that if we 

fo und ourselves on the morning of a workshop not 

knowing how many people were going to walk through 

the door, then we weren't doing a good job marketing 

our program. 
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I believed that if r had more influence over signing 

up workshop participants, then [ could make the 

process work. In fac t, r promised that I would. r didn 't 

have anything to back me up other than my confidence 

in the philosophies we were teaching and my belief in 
the val ue of the TWWs. We simply had to do a better job 

of getting our message out there. 

To my surpri se, AJex came to me the next day and 

to ld me that he thought my approach to the problem

recognizing the need for hands-on marketing-was 

creative and might just work. He had to be willing to 

accept a risk, but project managers have to do that all 

the time. He gave me the go ahead. 

NEXT STOP, FLORIDA 

Our next workshop was at Kennedy Space Center in 

Florida. Two months before the workshop, I went with 

Michelle Co llins (then ASA's KS project manager 

and someone who had spent most of her NASA ca reer 

at Kennedy), and we walked the halls of the Center, 

talking with experienced project managers we knew 

fro m previous KS activities as well as managers who 

had been recommended to us. We met with 30 people 

in 2 days. 

We introduced ourselves, gave an overview of the 

initiative and as ked the managers for the names of 

people we should invite to the workshop. Then we 

as ked them to encourage people on their projects to 

attend. We only requested 15-minute meetings, beca use 

we knew that the only way to get on a busy manager's 
calendar was to ask for a brief meeting and to honor 
that timeframe. 

This idea of asking experienced project managers to 

recommend yo unger project managers for the Workshop 

goes along with our vision of knowledge sharing as a 

grassroots initiative. If young project managers get a form 

letter from NASA Headquarters sugges ting they 

consider attending a new pI' gram, how likely are they to 

take time away from a heavy workload? If a project 

manager they know and respect tells them that it's a good 

thing to do, they're a lot more likely to go. 

The people we're trying to get to come to the 
workshop aren't necessarily project managers or even 

people on a project management career track. We're 

targeting the team of people who work on a project, 

trying to get them to embrace the philosophy of 

knowledge sharing and put to use some of its practices 

and lessons. The idea is that projects have many 

components-for instance, procurement, systems 



"What we 're trying to do in this initiative is promote learning," says DENISE LEE, who manages 
Transfer Wisdom Workshops and Masters Forums for the APPL Knowledge Sharing Initiative. 

Lee didn 't just come off the street to start dOing this; her Masters degree in Organizational 
Learning focused on Knowledge Management. Says Lee of her current work, "My role is to 

create the space where people can come together to learn from one other:' 

In a project like the Transfer of Wisdom Workshops, Lee works to change workplace mindsets and behaviors, 
and to help instill a culture of knowledge sharing at NASA. Her strategy? "Perseverance ," says Lee , "is 
necessary in any change project. But even more important is a willingness to learn and adapt as you go." 

engineering and human resources. All the different 

disciplines contribu te to a project. 

On the same visit that we spoke with project 
managers, we identified a champion in Training and 

Development at Kennedy, Tim Gormley. The idea was to 

cultiva te a local champion because we were only going 

to be on site for two days. We sold Tim on the concept 

and he stayed with us every step of the way. 

RSVPs for the workshop started coming in almost 

immediately. I didn 't just let an RSVP drop into my 

email box. I ca lled each person back and sa id , U[ 

received your RSVP. Thank yo u so mucb. We are 

THE MATERIAL WE PRESENT 
SPEAKS FOR ITSELF 
ONCE WE GET PARTICIPANTS 
THROUGH THE DOOR. 

looking forwa rd to meeting yo u and introducing yo u to 

the Kn owledge Sharing lnitiative." 

How many workshops do you sign up for where 
someone calls you? Where you talk to the person who's 

actually go ing to run the workshop and they say, "I'm 
rea lly looking forwa rd to meeting you"? [ tried to 

establish a relationship from the moment someo ne fi rst 

hea rd from me. And fro m that moment on, [ understood 
that my credibili ty was on the line. 

SHOW TIME 

The day of the Kennedy workshop, [ had a knot in my 

stomach before people arrived . But as they trickled in , 

first alone and tben in groups of two and three, [ knew 

it was going to be a good day. And it was. By tbe time we 

got underv/ay, we had 26 participants in the room. 

TWWs use the stories in ASK Magazine as a starting 

point. At the Kennedy workshop, people began reading 

tbe story we had given them and silence fell over the 

room. Slowly, as people fi nished reading, we hea rd the 

murmuring of conversations starti ng up in the small 

groups we had set up. 

People read at different speeds, and tbe so und of 

their vo ices grew as ti me passed, until the entire room 

was discussing tbe stories and leveraging the kn owledge 

in the sto ri es to talk about their own work. Lessons 
were continu ously be ing generated and shared , 

generated and shared. 

As I watched people talking at that fi rst Kennedy 
TWW, [ rea lized that the workshops tbemselves are the 

fun part of my job. The material we present speaks fo r 

itself once we get participants througb the door. Our 

challenge is speaking for the material in advance, so that 

people have the opportunity to experience it. • 
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SPECIAL FEATURE: K~OWlEDGE SHARING CONTINUED 

LISTEN UP 
Ca rl os Torrez, Ames Research Center 
Transfer Wisdom Workshop November 7, 2007 

O
ur di vision was under a hiring freeze and our 

workload was increas ing. We had one person on 

s taff who was rarely assigned work on high

profil e projects because he was thought to be non

productive. I decided that it was time to bring this 

person out of mediocri ty and in to producti ve modc. 

I believe that all people want to do well and wa nt to 

succeed. [ approached my manager with my tho ughts 

about this. He laughed and sa id , "He doesn't have what 

it takes and wo n't change." I po in ted out that if we did 

no thing, the workload wo uld continue to rest on a few 

people and our best workers were likely to experience 

some form of burnout. I pI' posed that I become a 

mentor to this person. 

[ began by explaining that I wa nted him to succeed. 

I spent a lot of time listening. Soon his work output and 

confidence began to improve. He came by and asked 

frequent questions and proposed possible solutions. 

This "pro blem employee" often solved his own 

problems as he spoke. By giving him the encouragement 

to extend himself and trust his judgment he seemed to 

blossom. He even went to my supervisor and asked for 

more challenging work! 

My supervisor came by, excited, and sa id he had 

noti ced changes and wa nted to thank me for doing such 

I TOLD HIM, "ALL I DID WAS 
PUT HIM IN TOUCH WITH 
HIS OWN POTENTIAL. HE DID 
ALL THE REST." 

a fi ne job being a mentor. I told him, "All I did was put 

him in touch with his own po tential. He did all the rest." 

I learned much fro m this experience: Do not judge. 

Take time to know people and their dreams and goals. 

Listening is often more important than talking. • 
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TRUSTING THE ENEMY 
Terri Rodgers, John Glenn Research Center 
Transfer Wisdom Workshop May 2, 2002 

- "0 _ .a::::::::-~ 

T
he opportunity to manage a fli ght project came up 

and [ was eager to see what that world was like

to actually see hardware fly. The only catch was 

that the opening occurred because the current project 

manager wa nted out. It was too much work on top of his 

other workload, and the project scientist was driving 

him crazy. 

Sure enough, as soon as [ took the job, the project 

scientist started complaining all the way up to his 

management chain. We would 

be in a meeting and have to 

step outside to argue over some 

disagreement. Finally I decided, 

"If you can't beat 'em, jo in 

'em." [ started to listen closely 

to his concerns and realized 

that some were va lid. I also 

started to recognize his strengths, and I capitalized on 

them. He was quite articulate and he was will ing to share 

his ideas with an audience. I asked him to present a few 

charts at our monthly presentation to management. J 

also included him on the telecoms with our payload 

support managers at Marshall Space Flight Center and 

Johnson Space Center. These simple things gave him 

more insight into what was going on with the project, 

and they cost me nothing. 

The project moved along and before too long our 

hardwa re was tested and ready to fly. It was time to 

present our work to management during a two-day 

review. The project scientist faded into the background 

because he trusted me to do my job. The first part went 

fine. [ went home Friday evening, thinking abo ut what I 

would say on Monday. But things didn't work out the 

way r planned. I was eight months pregnant, and [ went 

into premature labor. I call ed work to say that r wouldn't 

be in on Monday. 

When Monday came, the project scientist did a 

wondelf ul job presenting my charts-but not before 

praising me for the job I had done. This from a person, 

who looked more like an enemy than a friend when I 

fi rst met him . You can go far when you reach out to 

"enemies" and listen. • 



GET IN BED 
Jon Bauschlicher, Kennedy Space Center 
Transfer Wisdom Workshop JanuQ/y 23, 2003 

---'-'''-::::;';; - .- --.-- .:..-. ------------'----

During a long and checkered professional ca reer, 

I was taught to "never get in bed with the 

customer." While working fo r the government 

( ASA and US Air Force), "getting in bed" with the 
customer/supplier would , at worst, compromise yo ur 

objectivity and result in a conflict of interest, and, at 
best, give the appearance of impropriety. 

While working in private industry, we were to ld that 
"getting in bed" with the customer/supplier would revea l 

minor flaws in your product or process that th e 

customer didn't really need to know about. We were to ld 

that the customer wo uld nitpick yo u to dea th with 

questi ons and concerns that weren't important, and that 

decision-making would be delayed by bringing someone 

else into the decision making process. We were to ld that 

proprietary products or design processes would be 

revealed to someone without a "need-to-know." 

One project changed my feelings about all that. 
Project KAFFU (Kiwi Air Force Fighter Upgrade) was 

a fighter retrofit program fo r the Royal ew Zealand 

Air Force; we were trying to give F-16 capabilities to 
old A-4 fighter aircraft. When the contractor [ was 

working for won th e compet iti o n, the contract 

included sharing office space with the Royal ew 

Zea land Air Force engineers, pilots, and maintainers 

throughout the entire development, prototype, and flight 

test effort-cradle-to-grave, as far as the engineering 

effort was concerned. 
We sa t side-by-s ide with these guys. They partici

pated in every facet of the engineering development 
program. They helped write requirements, software, 

drawings, specifications, test plans, test procedures and 

test reports. They worked in the lab integrating and 

testing hardware and software. They knew how things 

worked , and they saw things fail. They saw smart and 

dumb engineers and managers. They worked and played 
with all of us. Aside from a few classified areas, they had 

full access to our entire facility-our engineering labs, 
work areas and our cafeteria. 

- - - - --_._---------

They were truly, fully, integrated in to our 

engineering team. And the results? 
We had product advocates (the Royal ew Zealand 

Air Force engineers) who were trusted by both the 

customer (the Royal ew Zealand Air Force) and the 

supplier (us). With less engineering work for us, we 
produced a product that more fully add ressed our 

THEY WERE TRULY, FULLY 
INTEGRATED INTO OUR 
ENGINEERING TEAM. 
customer's needs and requirements. It was a better 
product- more capable and user-oriented-than we 

would have produced without the ac ti ve participation 

of the customer's engineers, operators, and maintainers. 

And, in the end , we had a well-informed, well-educated 

customer expert in our system's uses and capabi lities. 
Overall, the results from "gctting in bed" with the 

customer were nothing like r had been taught they 

would be. othing but good came from the effort, and 

both customer and suppli er beneflted-the ultimate 

win/win situation. • 
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by Terry Little 

Contrary to what my wife would say, I don't watch 
much television. I do. however, regularly watch one 
show on the Learning Channel-the reality series 
called Trauma: Life in the E.R. 

WHILE WAT HING T I lE LAST EPISODE, I RECOGNIZED 

parallels between what was going on in the emergency 

room, with its host of accident and gunshot wound victims, 

and what goes on in successful project management. 

Inside a Metaphor 
First, there was a sense of urgency, but not haste. 

As an ambulance or helicopter brought in patients, the 

physicians, nurses and technicians did some quick 

planning, anticipating the li kely condition and needs of 

the patient. They moved to get the necessary tools and 

equipment in place before the patient arrived. 
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Once the victim appeared, there was no wasted 

motion. With time as the chief resource, no one did 

anythin g that didn't directly address the ultimate 

objective-saving the victim. The medica l tea m shared 

a clea r set of prio rities ; dea l with life threa tening issues 

firs t, possibl e long- term consequences second and 

ignore everything else. 

Each person in the room had an active role. 0 one 

was in the emergency room as an observer or overseer. 

Someone was clearly in charge, but typica lly no one 

wa ited to be told what to do. Interes tingly enough, no 

one ever seemed pa ralyzed by fea r of doing th e wrong 



- - - - ---- ---- ---- - ---- --

thing. Through training and experi ence, th e entire 

tea m operated in harm o ny. Wh en there wasn ' t enough 

info rmatio n to make a decision abo ut a course of 

trea tment, the staff moved quickly to get mo re info rma

ti o n us ing x-rays, magnetic 

analyses and lots of di scuss ion-all aimed at dec iding 

o n the "right" thing to do. We accept that as a matter of 

course, but should we? 

What's wrong with making a rapid decisio n based 

upon the data at hand, 

intuition and experience; and resonance imaging and similar 

diagnosti cs. People spent little 

time debating or pondering 

what to do next. TIley decided on 

what to do and got on with it. 

Sometimes the unexpected 

happened and a situation that 

seemed to be in control 

suddenly went out-of- contro l. 

In those cases, there was 

Let's face it, 
for any project 

emergency there 
is no perfect 

th en , hav ing made th e 

decision, foc using our energy 

on execution? Let's face it, a 

perfect answer for any project 

emergency doesn't exit. Yes, 

there are some fundamentals 

to consider, but never a back

of- th e-book answer that 

no hand wringing or fault 

findin g-just a measurcd, 

adapted response to the new 

situati on. Sometimes there 

answer. 
prescribes the solutio n. 

And fin ally, how do we 

were mistakes; mostly they were 

acts of omission rather than commission. There was 

concern and open discussion about the mistakes, but 

lea rning was the chief consequence. 

I also noted that there was a genera l acceptance that 

not everything affecting the pati ent was totally within th e 

contro l of those in the emerge ncy room. The staff 

spent their time dea ling with what was in their control 

and not complaining abo ut what was n't. 

Rerun 
[ kn ow some of yo u are th inking that I have carried 

this metaphor too fa r. Perh aps so-perh aps not. 

Consider planning and preparin g for the project. 

It 's impo rtant to do it, but a team sho uldn 't spend too 

much time trying to achieve pelf ecti on. The plan will 

never perfectly refl ect reali ty. And what about prioriti es? 

Certainly a project 's pri oriti es arc likely to be less 

clea r- cut than those in an emergency room, but having 

them and working to them is no less important. 

Think abo ut economy of resources. It 's impo rtant to 

have the right number o f people working the project, but 

each must have an ac ti ve role. Like the emergency room, 

a project has no place for bystanders. 

Expending effo rt o n th e ni ceti es when the 

fundamental o bjective is in q uestio n doesn 't work. Fro m 

what [ know of project management, the expressio n 

"Nero is fiddlin g while Rome burns" is alive and well. 

Reca ll from yo ur own ex peri cncc what happens when 

a project begins to go awry. Lots of meetings, lots of 

dca l with mistakes in project 

man-age ment? Th ey are 

inev itab le, you kn ow. Any 

project manager who cla ims 

to have never made a mistake is either a neophyte or a 

li ar. Sometimes our mistakes result from things we do 

or don 't do when we sho uld have known better. O ther 

times o ur mistakes are only retrospecti ve mistakes

mistakes because of fac tors we coul d not have known o r 

anticipated . 

I n either event, we should dea l with o ur mistakes 

and those the folks working fo r us make in the same way 

as the emergency room does. Admit the mistake. Distill all 

th e lea rning from it we can. Move on. Like the emergency 

room staff, the alternati ve of avoiding mistakes by do ing 

nothing simply isn 't in our playbook. 

"In order to provoke unconventional 
thinking, you nccd to create a situation 
wh ere the status quo won 't get you 
there," says TERRY LITTLE of his man

agement style. "Until you're able to turn that light on in 
people's heads that just doing things the same old way 
isn't going to get you to where you need to be, you 're not 
going to stimulate innova tive, creative thinking." 

Link is currenrly the Director of thc Kinetic Energy 
Boost Office of the Miss ile Defense Agency. Before 
that, he was the head of the Air Force's Center for 
Acquisition Excellence. He is one of the Air Force's 
most seasoned program managers, and was promoted 
to Senior Executive Service in 1997. 

• 
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LESSONS LEARNED 
AGAIN AND AGAIN AND AGAIN 
RECENTLY I HAVE SAT THROUGH A VARIETY OF PROJECT CRITIQUES 
AND HAVE ASKED THE TEAMS INVOLVED TO ARTICULATE THE IR 
LESSONS LEARNED ON THEIR PROJECTS. DURING THESE REVIEWS, 
MY ANXIETY LEVEL AND BLOOD PRESSURE INVARIABLY INCREASE 
BECAUSE I HEAR THE SAME LESSONS LEARNED, REPEATED AGAIN 
AND AGAIN FROM EACH TEAM. 

[ WANT TO SCREAJvl, "I LEARi ED THESE LESSO IS 30 YEARS 

ago. Why do we continue to learn these same lessons 
over and over again?" I don't scream, though; [ remind 

myself the individua ls are probably experiencing these 

lessons for the fi rst time. ['ve come to realize, too, just 
about all the repeated lessons reduce down to just 

one primary lesson: Project scope drives project cost 

and schedule. 
Said another away, if you properly define and gain 

alignment to your project scope early in the life of your 

project, the cost and sched ule wi ll follow. 

I love the scope but hate the cost!!! 

[ was the project manager on a project and was called 

into a Friday afternoon meeting to review the project's 

cost, scope, and schedule. [ used my traditional agenda 
of scope review, cost review and schedule review. During 

the scope review, [ discussed the base scope (i .e. scope 

required to meet the business requirement) and the 

value-added scope (i .e. savings-justified scope, wh ich is 
discretionary but improves the economics of the overa ll 

project) . The scope review went extremely well. 

ext we talked the cost of this scope. The reaction 

was, " t love the scope but hate the cost." My response 

was if you like the scope, then this is the cost. We went 

back and forth on this point for the next twenty 

minutes and at the conclusion of a robust discussion , 
we agreed to the proposed scope but disagreed on the 

cost to be presented to top management the following 

Monday. We did agree to mull over the scope and cost 

data and reconvene on Monday morning to review our 

positions again. We met at 7 AM on Monday and 

agreed to use my cost figure in the subsequent 

meetings with hierarchy. The figure was used , the 

scope was installed, and the job came in slightly below 
the stated costs. 

This experience reaffirmed my belief that if yo u get 
the scope correct, the costs will be correct. As [ sit 

through other project critiques or learn a project's 

costs are trending high or low, the root cause [ ask the 

team to address is how their original scope basis has 

changed. Without exception, changes in scope by the 
team and/or their hierarchy directly relate to changes in 

cos t and schedule. 

by W. Scott Cameron 
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I want this cost but need that scope 

We started to design and construct a "grass-roots" 

manufac turing facili ty and planned to complete the 

multi-million do ll ar project seve ral yea rs later. 

Unfortunately, just how many millions of dollars the 

plant was going to cost became extremely troublesome. 

Ea rly in the life of thi s project, management believed 

the project should cost $X, a figure based on their co\\ec

ti ve experience and not on the project's scope. Agreement 

to proceed with the project and its staffin g was based on 

their $X cost figure. A subsequent conceptual study, 

however, indica ted that the project's cost coul d be as high 

as $X + 40% based on the defined scope. 

Management declared this estimate unaccept

abl e. T hey qu es ti oned th e cos t engin eer's credibility, 

even th o ugh he was quite experi enced and had used 

prove n methods to deve lop the es timate. Accusa ti o ns 

fl ew th at the scope and estimate we re "gold- plated. " 

After agreein g to reduce the project sco pe to appease 

manage ment (fo r exa mple, red ucing the building 

size), a com promi se estim ate of $X + 20 % was 

reached by agree ing to e li minate o r change spec ific 

scope items. 

After receiving project funding, however, the elimi

nated/modi fied scope was res to red beca use th e 

reducti on decis ions had been based on cos t criteri a 

alone, with no real considerati on of the actua l needs 

of the project. For example, by rcducing the build ing 

WITHOUT EXCEPTION , CHANGES IN SCOPE BY 

THE TEAM AND/OR THEIR HIERARCHY DIRECTLY 

RELATE TO CHANGES IN COST AND SCHEDULE. 

size, a key piece of process machinery could no longer 

fit , so the building had to be returned to its o riginal 

dimensions. Despite valid scope additions, management 

refused to approve project change authorizations. T hey 

sa id , "You already have 20% more fund ing th an you 

need. We're not going to give you more fa t! " 

On ce management igno red va lid cost es tim ating 

and trending data, th e project tea m didn 't bother 
much with cos t contro l. The situ atio n soon got out 

o f hand. Th e projec t tea m knew th ey we re exceed ing 

th eir fundin g co mmitment, but s in ce manage ment 

refu sed to li s ten to th e tea m 's conce rn s and data, 

SINCE MANAGEMENT REFUSED TO LISTE N TO 

THE TEAM 'S CONCERNS AND DATA , COST 

CONTROL WAS INEFFEC TI VE. 

cos t co ntro l was in effec ti ve. 

So the required scope grew while the cost predic

ti o ns stayed th e sa me. W hen the project tea m 

completed definiti on and des ign, a second estim ate was 

published at $X + 25% . During constructio n, the 

estimated cos t of the plant increased to $X + 40% (note 

the amount the conceptual study estimated at the 

outset of the project) . 

At project close, the project team had do ne an 

excellent job of designing and build ing the plant. T he 

start-up was on time and one of the best in company 

history. Cost was the only cri te rion the project fa iled to 

meet. Once again , the same lesson lea rned: Project 

scope dri ves project cost and schedul e. 

We conti nue to learn this lesson over and over 

again . O ne day I may just scream! • 

SCOTT CAMERON is the Global Cap ita l Systems Manager fo r the Food & Beverage Glo bal Business Unit of Procter 
and Gamble Co mpany in Cin cinn ati , O hi o. For the past 20 years, he has managed ca pital projects and 
developed o ther capital management practitioners fo r Procter & Gambl e with in its Bea uty Care, 
Health Care, Food & Beverage and Fabri c & Home Care Busin esses. 

I In an interview las t yea r (ASK 7), Cameron refl ected on his tenure as a project manager: 
"Wh en I think abo ut how I have grown throughout my career, I ca n talk about the projects that I've worked on. But 
wh en [ get down to th e roo t cause of my growth and development, the most im po rtant facto r has been th e people who 
managed, coached and challenged me. Individual managers have had a profound impact on me. As I loo k back, [ ca n 
see how this boss taught me how to write proposa ls. This mentor ta ught me financial aspects and cash flow of the 
company. This peer foc used me on schedul es. This one foc used me on tea m dynami cs. This one ra ught me how to 
listen and not immediately reac t. A collec tion of peo ple he lped me beco me the manager I a l11 today, and now [ fee l 
th at it's part of my jo b to share my experi ence with younger managers the sa me way that others in ves ted in me." 
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Grins 8.. Giggles 
The Launch Pad to High Performance 

By Maj. Norman H. Patnode 

Long ago I observed that people get more th ings done when 

they're having fun . At the time, I had no idea why. Now I think I 

have an answer. When children play, look at the energy that 's 

put into it, that 's shared with everyone else. This sort of energy 

brings people together, unleashes their creativity and indeed 

inspires them to do amazing things. To steal a phrase from Dr. 

Owen Gadeken's article in ASK 7, it's their "activation energy." 

Amazing stuff! Dr. Gadeken highlighted the need for activation 

energy to propel a team to high performance. I'd like to focus 

your thoughts on creating this energy . 
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AITER YEARS OF EXPERIENCE WITI I TEAMS, I'VE COME TO 

recognize the absolute necess ity of grins and giggles-of 

having fun. This is hands-down the bes t way to crea te 

the activa tion energy needed to move a team forward. I'm 

so convinced of this that when I join a team, if it's not safe 

to have fun , I work to change that. In whatever way 

possible, no matter how stilted or silly, it's essential to 

As a team moves 
towards higher performance, its 
members begin to see the differ
ences between themselves not as 
obstacles, but as opportunities. 

inject humor into a team's work , and the earlier the better. 

Once when I jo ined a small team of engineers who 

were responsible for managing tests of reentry vehicles, 

[ found myself surro unded by people who were not 

having fun. They would frequently, after getting off thc 

phone with a customer, begin to rant and rave about 

how stupid the customer was and how much trouble the 

customer was causing them because of some new 

funding or schedule change. 

My solution? I brought a toy plasti c dart gun to 

work. Whenever one of my teammates began to rant and 

rave, I grabbed my gun and shot him, over and over until 

he shut up. At that point thc whole team was ga thered 

around , and after we all quit laughing at the ridi culous

ness o f the spectacl e, we began to talk about the 

problem and what wc could do about it. In a matter of 

wee ks, the attitude of the team had shifted . We began to 

work together and to foc us on how we could make our 

jobs eas ier by making our customers' jobs eas ier. 

And the dart gun? Bclieve it or not, within a couple of 

weeks everyone had one, and we continued to use them as 

a fun way to blast the nega tive energy out of our team. 

Fun doesn 't have to be thi s dramati c. The key is to 

bring peo ple together-so that they can share, explo re 

and have fun. This can be done with something as 

simple as a lunchtime card game. 

I still remember one of my earliest team experiences. 

Fourteen of us were doing stab ility and control work for 

high-speed military aircraft programs. Most of us were 

young, right out of coll ege, which meant we were 

strapped for cash. We ate our sack lunches each day as 

we sat at our desks and reviewed reports or read technica l 
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journals. All that changed the day that Paul, a 

senior engineer in our group, brought in a 

couple decks of ca rds and herded us into the 

new central conference space. "Bring your 

lunch," he sa id , "we're gonna have some 

fun. " We were a little apprehensive-was 

this allowed? 

After ass uring us th at we weren ' t 

breaking any rules, he said we were going to 

play Hea rts, and he started explaining the 

rules. We ate, played and kept score. More 

importantly, we started talking to each other. 

Just in that first day I learned that Bill raced hi s 

ca r on Saturdays at the loca l drag strip, Jose had a 

girlfriend in Toledo and Joe was taking classes at 

night in hopes of getting into medica l school. ft was fun , 

and we agreed to play again the next day. 

Pretty soon we were competing fo r bragging rights. 

Then one day, after Bob had won several days in a row, 

it happened- we ga nged up on him. Wh ile it's true we 

"ga nged up" on him, what rea lly happened was we 

started working as a team. Looking back on it , I rea lize 

that as we got to know each o ther, it became much 

eas ier to ask those "dumb questions," and to ask the 

team for help when we needed it. We also got a lot better 

at working together, solving pro blems, and getting 

things done-all because of a silly ca rd game. 

If it hadn't been fo r those ca rd games, I'm sure none 

of us would have made that three-hour dri ve to Toledo 

seven months later to see Jose and Lori get married. 

Fun comes in many shapes and sizes, but one of the 

bes t ways to bring on those grins and giggles is to tell a 

I n whatever way 
possible, no matter how 
stilted or silly, it's essential to 
inject humor into a team's work, 
and the earlier the better. 

good story. We all recognize how much learning can be 

fo und in a good story, but we shouldn 't neglect the fun 

that can be squeezed out of one, as well. On o ne of my 

more recent teams, we made a po int to share our stories 

in a fun and humorous way. 

Every Friday afternoon we'd meet in the courtyard 

fo r refreshments, a much-deserved break, and the 



· -----
Owen Gadeken and Maj. Norman H. 

Patnode met in January 2000 when 

Gadeken was the faculty advisor to 

Patnode's section in the Defense 

Acquisition University's (DAU) 

Advanced Program Management 

Course. "Although Norman sat in the 

back corner of the room, he was not 

shy about commenting on virtually 

anything that caught his interest 

during the course," remembers 

Gadeken, whose article in ASK 7, 

"Activation Energy," brought out 

the "Grins and Giggles" in Patnode. 

Says Gadeken: "Whenever I had a 

particularly dry or even complex 

subject to discuss with the class, I 

could always rely on Norman to come 

up with some interesting insight on the 

topic." Gadeken soon discovered that 

Patnode also had a well-developed 

sense of humor, probably honed from 

the experiences he relates in his 

article. Eventually, with Gadeken's 

encouragement, Patnode joined the 

DAU faculty. "I continue to be 

amazed," says Gadeken, "at the 

insights Norman can draw from both 

his and others' seemingly routine 

project management experiences." 

•

- . MAJ. NORMAN H. PATNODE 
.' . is a Professor of Program 

R Management C. Leadership 
at the Defense Acquisition 

.'. University, where he provides 
training in strategic leadership, critical 
thinking, teamwork and teambuilding, the 
application of Myers-Briggs (MBTO, program 
risk management, coaching and conflict 
management. He also teaches a number of 
the basic program management tools. He can 
be reached at norman.patnode@dau.mil 

presentatio n of what we called the "Clue Bird" award . 

(A "Clue Bird," an expression used by pi lots in the 

mi litalY, is a good luck s ign because it lands o n one's 

shoulder when one needs it most.) The rul es were 

simple. Anyone could get up and tell a story about 

someone on the team. Usually the stOlY involved some 

"noteworthy" activity from the previo us week, such as 

how Dan had become a hero by screwing something up 

in a way that caused the rest of the team to take note of 

an impending disaster, and avert it. 

This was a big team, responsible for the Herculean 

task of manufacturin g and deliverin g the Air Fo rce's 

newest large cargo aircraft, so there was never a shortage 

of stori es each week. The stories were always clean and 

in good taste, but s ince it was widely accepted that only 

10% truth was req uired for a good story, they always 

brought plenty of comic relief. 

After everyone had told their stories, we'd all vote by 

applause and the "Clue Bird" would be passed o n to the 

winner to display proud ly at their desk for the week. As 

we all headed back to o ur desks, laughing and refl ecting 

on the stories we'd just heard, and what we'd learned 

from them, you could actually feel the increased energy 

in the tea m. 

The thread that weaves these three examples of 

tea ms sharing grins and giggles is the very fact that the 

were "sharing." Shared experiences create space where 

team members can get to know o ne another, and 

discover how much they have in common with each 

other. These commo nalities are the bui lding blocks of 

trusting relationships. And trust is the foundation 

required to bui ld a high peIformance team. With a high 

performance team, yo u can acco mplish anything. 

As a team moves towards higher pelformance, its 

members begin to see the differences between 

themselves not as o bstacles, but as opportunities. 

Exploiting these o pportunities leads to more inn ovative 

ideas and increased performance. Team members lea rn 

to move pas t superficial differences in how they look 

and speak, and begin to recognize the differences in how 

they th ink, explore and even dream. They find new and 

creati ve ways to put those differences to work for the 

team. As a result, performance soars. 

As fo r the team members, they' ll tell you they're 

having the time of th ei r life. They'll tell yo u what they're 

doing is fun, not work. Then they' ll make you swear not 

to tell anyo ne. So do n't. Just keep on grinnin g. • 

LESSO~S 

• Wo rk can and should be fun. Think abo ut a child at 

play-curious, open-minded, learning and di scovering. 

Play can stimu late a cycle of solving problems and un

covcring new ones by bringing out the best in each of us. 

• Regardless of your position on the team, you can 

create the fun and energy needed to launch your team 

o n a path to high performance. 

Q UESTIO:"l 

If nol by play. what ways do you tap the "ac/ivation energy" of 
a project team? 
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AN INSTRUMENT ON THE ADVANCED COMPOSrTH)tI 

EXPLORER CAPTURES AN AURORA'S BRILLIANT ,(RRAY. 

· . 



»> 

PRACTICE'S CO'\lT NUm 

IT JUST DOESN 'T HAPPEN, AND IT'S EASY TO UNDERSTAND 

why: technology development doesn't have a predictabl e 

path. You haven't built this thing before so how the heck 

do you know how much it's going to cost, and, besides, 

you can't foresee all the problems you 'll run up aga inst. 

You know the res ult yo u wa nt and you declare success 

when you are "close enough." In short, th e job must be 

"dynamica lly" managed. 

When I worked on th e Advanced Compositio n 

Explorer (ACE) proj ect, we needed to produce five 

instruments th at were either entirely new or were 

considerably modified from earli er models. These were 

each $8-10 million instruments. All of them were what I 

would ca ll technica lly risky in one way or another

some in several ways. 

Some of o ur problems ea rly in th e project derived 

from not understanding exactly what the instruments 

were intended to do (what was going to be good 

enough) , and not knowing what we could do to help the 

university- based teams in building th em. We in the 

payload management office took th e approach of asking 

Typica lly, reviews are design-focused. In point of 

fa ct, many of a project's problems are not due to design 

flaws. They are due to implementation flaws-if th e 

implementatio n doesn't have a good "design," it will not 

be executed smooth ly. 

When I use the word "implementat ion," [ mean it in 

th e broadest sense: implementat ion o f the 

I HAD NEVER BEEN ON A PROJECT BEFORE WHERE design and manufacturc of th e 

instrument. And I don't just mean taking 

a look at schedules and mo ney; I mean 

looking to see, as well , if you have the 

THIS WAS DONE, BUT IT TURNED OUT TO BE THE 

SINGLE MOST VALUABLE REVIEW WE HAD FROM 

THE POINT OF PROJECT SUCCESS 

each team, "What do yo u need in o rder to get your job 

done, and how can we make that happen?" 

As a cure for thi s problem, one of the things that we 

decided to do was to have Implementatio n Reviews. I 

had never been on a project before where this was done, 

but it turned o ut to be th e single most va luable review 

we had from the point of project success. 

30 APPL THE NASA ACADEMY OF PROGRAM AND PROJECT LEADERSHIP 

right team, if the team is asse mbled in 

such a way that the lines of responsibility 

make sense, if the intelfaces are clear and easily defin ed. 

Do you have margin for error? Whe re are the 

technica l ri sk items and what is your plan to deal with 

them? Who is respo nsibl e for what? How many 

engineers do you have on thi s job and do they have the 

ri ght experi ence? Oh, yo u have five engineers? Well , I 

o nly see three engineers in the room; where are the 

o th er two? "Well , th ey actually work for Joe Blow, a 

scientist down th e hall. Joe has promised me that a yea r 

from now, when [ neer! the engineers, I can have them." 

Yeah , right, but what happens if Joe decides he needs 

them in a year? They actually work for him , ri ght? 

Here's another exa mp le: On o ne proj ect, an 

in strument team partn ers with a team fro m the 

Europea n Space Agency (ESA) . A foreign scientist there 

tells hi s American counterpart, "I can give yo u an 

electro ni cs boa rd o r part of yo ur detector system and it 

will do all th ese wo nderful th ings, and you won't have to 

pay for it out of NASA's budget because ESA wi ll pay for 

it." The Ameri can scienti st says : "That's great; that 

makes my instrument cost a half million do llars less." 



FROM LEFT TO R I GHT , A TRIO OF ADVANCED COMPOSITION EXPLORER INSTRUM ENTS : 

SOLAR WIND IONS MASS, SOLAR ISOTOPE AND SOLAR WIND ION COMPOSITION SPECTROMETERS 

But what happens, a little way down the line, when 

ESA is a little slow to fund its part of the project, or 

erratic cu rrency exchange rates ca use a fin ancing 

problem or a new tariff regulation prevents the transfer 

of technology from one side of the Atlantic Ocean to the 

oth er? These are exa mples of impl ementation 

questions. It may still turn out that ha ving ESA 

supplement the program is the right thing to do, but you 

have to ask the questions. 

The point of the implementat ion review is to 

prevent problems from occurring later by trying to get 

ou r arms around the planning from the start . Our 
discussion might go like this : "Well, look, instead of 

havi ng that scientist ac ross the ocea n be so lely 

responsible for delivering this criti ca l elemen t, maybe we 

can find some o ther way to get it." Or we might decide 

to fly there and observe first-hand how well ou r 

counterparts are doing, and if there is something we can 

do to help ass ure success. 

For the ACE project, we traveled around to each 

partnering institution . The process took severa l months 

because we would camp ou t onsite fo r three days. We sat 

our payload manager, was good at that and we managed 

to find the expertise that we needed. 

The review teams turned out to be between five to 

eight people, a balance across the different disciplines, 

and they included the payload group (i.e. Al Frandsen, 

Howa rd Eyerly, our Reliability and Quality Assurance 

Manager and me). Say we knew that a team was having 

a prob lem makin g their detector meet 

> > > THE SIZE AND COMPOSITION OF REVIEW TEAMS 
launch load requirements. We wo uld grab 

somebody from JPL who could so lve that in 

a week instead of letting the instrument WERE TAILORED TO THE PLACE WE WENT 

around the table together, listened to presentations and 

figured out how we were going to get the instrument 

built and delivered. We fo und the ho les and looked for 

ways (together) to plug them. We tried not to be 

optimistic and foo l ourselves. 

The size and composition of review teams were 

tailored to the places we went. [t was always tricky 

putting together just the right team, but AI Frandsen, 

GERALD (GERRY) MURPHY founded Design Net engineering in 

1996 as a network of senior consulting engineers 

serving as "problem solvers" for NASA missions. The 

network evolved into an aerospace hardware/software 

development company providing design and fabrica

tion service to businesses, universities, and govern

ment agencies. About his world since leaving NASA. he says, 

"Managing with flexibility is srillmy paradigm. In fact, it works in smail 

business environments even better than when you are managing the 

standard ASA project. In either case, the ground under your feet is 

always in motion, and fog in the road up ahead never quite "clears." 

team spin their wheels fo r six months. [n 

add ition, we wo uld typically bring someone from 

Goddard who was good at understanding resources and 

estimating actua l costs. 

The implementation rev iew happened only once at 

each site, but it was a big deal. 1 would say it was the 

most important thing we did to enable ACE to deliver on 

schedule and within budget, because we recognized and 

dea lt with potential prob lems before they became 

unmanageable and costly. 

Since then I have seen severa l projects that wou ld 

have benefited from this review. It is important that it 

take place at the right time. Yo u have to understand 

you r requirements, your schedule, and you r other 

resource constra ints. You also have to understand 

where you have flexibility. If the review is too ea rly, it is 

not beneficial; if it is too late, yo u are buried in trying 

to so lve the pro bl ems of the day instead of being ahead 

of the wave. 

fmplementation reviews do one other thing. They set 

the tone for management of the project. They establish a 

teaming relationship (if they are run properly), and they 

level the playing field instead of setting up tUlf wars. • 
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Dr. Michael Hecht 

D1: Michael Hecht has been a member of NASA's Jet Propulsion Laboratory (JPL) 
staff since 1982. He is currently Project Manager and co-investigator for the Mars 
Environmental Compatibility Assessment (MECA) 

DEVELOPED FOR THE 2001 MARS S URVEYOR L AJ'iDER, 

MECA is a miniature chemistry, microscopy, and 

electrostati cs laboratory. MECA was chosen by ASA 

from a fi eld of 39 proposa ls and was developed to 

perform studies on the potential hazards that the soil 

and dust on Mars might pose to human explorers. (The 
MECA project was fea tured in an earlier article by Dr. 

Hecht in ASK 7.) 

In his previo us assignment with ASA's ew 

Millennium Program, Dr. Hecht was instrumental in 

defining the "microlander" that was adopted as NASA's 

New Millennium Program Deep Space 2. Beginning in 

1991, he led a micro technology program at JPL's 

MicroDevices Laboratory. 
Dr. Hecht was the first recipient of ]PL's Lew Allen 

Award for Excellence, which was established in 1990 to 

recognize and encourage significant individual accom

plishments or leadership in scientific resea rch or techno

logical innovation by JPL employees during the early 
years of their professional career. He has published 

extensively in both the sUiface science and the planetary 

science li terature. He received his Ph.D. from Stanford 
University in 1982. He has also been a member of the 

ASK Review Board since ASK 1. 
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A couple of y ears ago, y ou gave a conference presentation 
about a science instrument, MECA, that was going to fly 
on a Mars mission. You described y ourself as both the 
project manager of the instrument team and the co
investigator. It's unique for a project manager to be 
involved so directly in the science of a project. Why moe 
these normally hept as separate functions? 

Generally, there is the concern-and it is a legitimate 
one-that someone who has an investment in the scien

tific rerurn isn't going to be ab le to control the 

resources. At my institution, JPL-and I think at ASA 

in general-you'll find there's a crea tive tension between 

the science team on a mission and the project team. The 

model is that the science team pushes the capabil ity, 

while the project manager holds the line and protects the 

resources. The science team will come and say, "We want 

more memory so we can do more analysis on the ground 
and return better data," while the project manager will 

say, "that will push the budget or schedule." Allowing a 

scientist to also have a project management role is 

genera lly viewed as the equivalent of letting the fox 

guard the chicken coop. 



r------------- - - - - - ---------

But MECA was different. How so? 
MECA was a very unusual project. We were below the 

radar, if you wi ll , so we could be a littl e more relaxed. 

What kind of relationship did you have with the 
Principal Investigator (PI), someone you were working 

with closely as a scientist and at the same time managing? 
On MECA, the principal investigator was expert in the 

general scientifi c issues we were studying, hazards 

associated with particles. He was a senior guy, very 

skill ed and very knowledgea ble, from whom I have 

lea rn ed a tremendous amo unt. But he kn ew almost 

nothing about Mars science, so that was really my role. I 

was the one defining the Mars science agenda. 

When we have a discussion about who should be th e 

principal inves tigator for an instrument o r a missio n, we 

recognize that there arc two different jobs of the PI , and 

you seldom find an individual good at both of them . One 

job is to be the statesman, the spokesman, the seni or 

individual with unimpeachab le scientifi c credentials, who 

stands up in front of the cameras and speaks for the 

mission. The other job, frankly, is a day-to-day science 

manage ment jo b. Mos t people in this community 

recognize that once you get pas t winning the proposa l, 

it 's mo re impo rtant to have a sc ience manager than it 

is to have a statesman. 

How does your background as a scientist, or 1'esearcher, 
help you as a projed manager? 
To me, the science is part of the whole system. When 

you optimize the sys tem , the science is o ne of the facto rs 

that yo u can weigh. [' II give you a very simple example. 

This happened with MECA when we had an opportunity 

to add a compo nent, a stirring device that would accel

erate chemi cal reactions. ow, the reaction of the project 

manager of the overall mission was, "You're add ing 

capability to the instrument." My reply was, "By doing 

this we can finish the experiment in one day instead of 

two days. We won't have to deal with an overn ight freeze 

and thaw cycle, which not on ly imposes risks, but adds 

a grea t number of req uirements on testing, specifica lly 

environmenta l testing." 
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While ['m considering th e science and engineeri ng and 

project management as part of the overall risk picture, 

I have a d iffe rent perspective than someone who is only 

treating the issue as a requirements d river. 

Does this sensibility, being a scientist/project manager, 
affect how y ou. select y our team? 
We all have a model of the kind of person we wa nt 

wo rk ing fo r us, and it often mirrors o ur own abilities 

an d interes ts. That "sensibili ty," as you want to ca ll it, 

defined my cho ice of all of our staff. On MECA I put 

the kind of tea m togcther that I cou ld wo rk with. I 

drew on a group that JPL li kcs to ca ll "techn ologists," 

a gro up it doesn 't no rmally look to fo r miss ion wo rk. 

By technologists, thcy mcan scientists in disciplines 

o ther than space scicnce. T hat's not pejorative; it's jus t 

terminology, nothing more. You could have a obcl 

Prize-winning biochemist and JPL wouldn 't put h im in a 

science category. 

These we re people that I had wo rked with fo r 

yea rs, and yea rs, and yea rs. Ma ny of them were phys i

cists or chemists. [ tend to be fo nd of phys icis ts 

because [ am trained in phys ics. The o rgani za ti on I 

came o ut of is ca lled th e Mi cro Oevices La b. We had 

peopl e who are electron microscopists or spectro

scopis ts, peopl e who study the arrangements of 

ato ms on surfaces . In fac t, th at's what [ did mos t of my 

ca reer. I stud ied surfaces and interfaces, semi con

ducto r materi als. 

My model for project management was the one 

[ learned from hanging around small businesses. If 

someone is too busy to fi nish this job, the person at the 

next desk will fi nish it. Laboratory scientists are good at 

working this way, and have an insti nctive grasp of the 

trades involved in defi ning the instruments. I thought it 

was eas ier to take thosc very bright, PhD scientists and 

train them how to do mission work than it was to take 

the people who typically worked on fli ght projects to 
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train them in my manage ment style. So, I had a tea m 

of generalists, and I think that's why it worked. I think 

that everyone fel t like they could do any job on that 

team. They had an assigned job and they accepted that, 

bu t o nly beca use that was what had been nego ti ated . 

If tomorrow we changed the agreement, they could have 

stepped into a di ffere nt role. 

Was it difficult to convince people without flight 
exper·ience to join the project? 
It va ried wi th each person. Of the hundred or so PhOs 

in the Micro Oevices Laborato ry, [ have probably 

approached thirty of them with such an opportuni ty at 

one time or another. Of the thirty, perhaps fi vc or six 

jumped at the opportuni ty. That's why they came to J PL, 

they told me. T hey'd always wa nted to do space work, 

they'd always wa nted to build things to fly; th ey never 

knew how to go about it , and they were completely 

isolated from the fl ight culture at JPL. 

Did any body think y ou were managing the project in an 
unorthodox way by building a team of "generalists"? 
I don't kn ow. But one of the most interesting conversa

tions I had when MECA started was with the fe ll ow who 

was the section manager of the Micro Oevices 

Laboratory at the time. He was concerned about what I 

was do ing because he worried that once those people 

went to work on a mission, they wo uld never wa nt to 

come back into resea rch. "Why is that so terribl e?" I 

as ked. [ think it's a good thing fo r a resea rch orga niza

tion to have turnover-and for us to have alumni in the 

larger jPL communi ty. 

In the end , it turned out everyone of them went 

back to research afterwa rds, but I thin k they all fe lt that 

they came back to their research with a broadened 

perspective. The fli ght world gives you street smarts 

about how to get things done on schedule and to cost 

that yo u never learn in the resea rch lab. 



y . 
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Bach to the conf erence we mentioned at the stal't of the 

interview. I remember you walked into the lobby one night 

and said that you had gone outside to look at M ars. Is that 

fro ntier aspect of it something that means a lot to you ? 

Yes, absolutely. I have to admit that is something that's 

fairly recent. That is somethin g that has developed within 

th e las t decade, at most, that kind of pass ion fo r Mars. 

And what is the sou'rce of it? 

Several things, o ne of whi ch I suppose is th at I' m turning 

SO thi s yea r. I also think it is far more common at JPL 

th an almost any place at NASA to find th at kind of 

pass io n . You fin d people who come to do jobs all over 

JP L-in contracts, in th e m achin e shop, as scienti sts, as 

enginee rs-and th ey tell yo u, " I kn ow I could have made 

more mo ney in pri vate industry, but I just fe ll in love 

with th e idea of go ing o ut and explo ring th e solar 

system." That's very common. 

You began your career as a researcher, and then moved 

into project management. Was that a way for you to get 

to Mars? 

No t entirely. I enj oy wearing a lo t o f diffe rent hats. 

I've slowly come to rea lize th at this is so methin g th at 

dri ves me. I wa nt to have some experi ence in every part 

of thi s p rocess, bas ic instrument concepts through 

instrument development, thro ugh th e actual building 

of flight instruments where I have done my project 

management, and thro ugh th e study, th e science of 

what I lea rn , bo th th e data fro m th e in strument 

and th e m odeling and th eo ry. I've been dri ven to be 

th at broad generalist . The o nly place in th at who le 

cha in whe re th ere is a confli ct, an artifi cial confli ct 

imposed by th e institutio n , is in th e ro le of science and 

project management. 

Could y ou imagine being the project manager of a project 
that didn 't allow y ou the freedom y ou had on MECA? 

I don 't know. I imagine that if I was o n a pro ject where I 

wasn 't able to select the kind of people I wanted to work 

with , th e experience would be much less sat isfy ing to me. 

Is it f air to ask which of these two, science or pl'oject 

management, matters the most to y ou? 

If I have to choose wheth er my career is going to be in 

project management o r in science, for me that's a ve ry, 

very diffi cult cho ice. 

Let me ash y ou one other question. You 're on the ASK 

Review Board, and y ou participate in the M asters 

Foru.ms. What's the value of the Knowledge Sharing 

Initiative f or y ou? 

One of th e most impo rtant messages you learn here is 

th at as yo u delve into project manage ment more deep ly, 

yo u rea lize th e idea th at anyo ne is do ing it to a blueprint 

is ludi crous. Nobody uses a blueprint. 

Certainly every time I come to th e M.as ters Fo rum , 

o r read ASK, 1 eo mc away with ha vin g lea rn ed 

somethin g. I sho uld say no t just new tools, but new 

perspecti ves. 1 think lea rning, and no t just lea rnin g o th er 

ways of do ing thin gs, but learning to have rea li sti c expec

tati ons is very important. It is just like rai sing children . 

My first one was six yea rs o ld befo re we had th e second 

o ne. Yo u somehow expect th e second one will be like th e 

first. O f course, th cy never arc. They cou ldn 't be more 

different human beings. I' m sure if we had a third th e 

same thing would happen. 

[' m at th at stage in project management where I 

need des perately to learn th at lesson. If [ go in ex pecting 

th e next project to be like the previ ous one, I will no t 

only be severe ly d isa ppo inted , but I co uld very well fa ll 

flat o n my face. • 
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Tributes to Franl( Hoban 

On December 5, 2002, NASA lost one of its stars, Fran/( Hoban . Recipient of the NASA 
Exceptional Achievement Medal and the Apollo Achievement Award, Hoban ended his 
NASA career as director ~f the Project ivIanagcl71cnt Initiative. In 1997, he published a 
book about his NASA carrel; Where Do You Go After You'ye Been to the Moon? 

I FIRST M ET FRANK THE DAY AFTER I WAS ASSIGN ED TO FORM 

a Space Station task force. Frank stopped by my office to 

say that he knew we would need someo ne to look after 

management, and he was interested in the job. I liked hi s 

style, and I gave him the job o n the spot-probab ly th e 

best program decis io n I ever made. 

We discussed the o rga nizati o n we needed fo r th e 

task fo rce, and rea lized th at we co uldn 't afford to go 

through the usual adverti sing and se lection. So, Frank 

personally persuaded the best and th e brightest to jo in 

th e program. It was a grea t o utfit, and we had a lot of 

fun- th anks in large part to Frank's efforts. (Everyone 

remembers th e summer parties that we had at hi s fa rm 

in North ern Maryland.) 

To the end, Frank excelled at making people wa nt to 

take part in whatever he was workin g on. We will mi ss 

you, friend. 

John Hodge 

IT WAS OF ITN SAID or FRA f\! K TIIAT H E I-lAD AN "IDEA A 

minute," and many of th em were excepti o nal. But th e 

most important exa mple Frank set for us was hi s 

marriage to his beloved Mary Loui se. Although married 

fo r decades, th ey remained as gidd ily in love with each 

other as a pair of high school sweeth ea rts. I remember 

when Frank was still wo rking at NASA headquarters, 

they would talk often durin g the day. [ never hea rd Frank 

end o ne of th eir conversa tio ns with anything oth er than , 

" Love you," o r " I love yo u , too." You only had to be 

around th em for a few minutes before yo u were no t on ly 

in awe of their devotion to one ano th er, but also a bi t 

envious as well. 

Tony Schoenfelder 
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FRAN K WAS QUITE AMAZ ING IN A NUMBER OF SPECIAL WAYS. 

I remember his smil e that encouraged all to sit and talk, 

hi s genu ine respect for peop le's ideas and comments, 

and hi s crea ti ve imagination never at res t. He was 

ded ica ted to deve lop ing training programs and tools to 

enhance th e effectiveness of project managers at NASA . 

Although hi s formal resources were limited in this 

endeavor, somehow he attracted talented individuals to 

jo in him. Textbooks define thi s as leadership. Frank was 

an extraordin ary leader and a grea t friend. 

Dale Crossman 

I FIRST ,vi ET FRAN K OYER 20 YEARS AGO WI IEi'! I .lO I0:ED T H E 

Space Sta ti on Tas k Force. He liked to point out th at he 

was th e fourth perso n hir ed on the program , whi le I was 

somewhat later on the li st. My response to h im was that 

at least I was th e second Iri shman. I dubbed him "Father 

Muleahy" after the priest in the telev isio n series M .A.S.H 

because so many peop le in the office brought their 

problems to h im . 

After we both left Space Station, we went to 

different offices at NASA Headquarters, but stayed in 

frequent contact. After retiring from NASA, Frank put 

together a program to tap th e talents of o th er retired 

NASA managers. The last time I saw him was at a 

meeting o n December 3rd, and he was as upbeat as ever. 

As distinguished as hi s career was, Frank's rea l 

strength was hi s character. He was one of my best 

fr iends, and I miss him every day. 

John Sheahan • 
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LEDER FROM THE EDiTOR-iN-CHiEF D1: Alexander Laufer 

Perfection Is in the Details-or Is It? 

After [ earned my engineering doctorate at the University of Texas, 
[ accepted a teaching position at Texas A&M University. By 1982, 
[ was ready to return to the field and put principles to practice 

I MOVED BACK TO ISRAEL AND GOT A JOB MANAGING A 

large build ing project where I was in charge of both th e 

des ign and constru ction. The complex I was working on 

was being built in Jerusa lem- but th e design took place 

in Tel Aviv. I spent my days shuttling back and forth 

between the two sites. 

It soon became clear th at things weren't go ing 

according to the tex tbook. I had learned to preparc 

implementatio n plans as ea rly as possible and as detai led 

as possible. 

My constru cti o n superintendent, an experienced 

prepa re comprehensive plans, with full details at the 

beginning of a proj ect. But that wasn't what my students 

observed in the field, and it was n't what I had expe ri

enced as a project manager. I began to question the 

accep ted theory of project pl anning. Something so basic 

that it was alarming. 

Why, I wondered, didn't experienced project managers 

have these detailed plans in place before construction 

began? Why did they have to wait for my students? 

After the course end ed, I spen t some tim e giving 

presentations at constru ction companies across th e U.S. 

I shared my questions about planning with top engin ee r twe nty years my se ni o r, kep t 

postponin g th e planning I as ked him to do. 

He ins isted we weren 't ready to create a 

complete plan beca use detai ls of th e project 

kept changing. 

Eventually, I came to rea lize that he was 

right to dclay th e detailed planning, because 

[ began to 
question the 

accepted theol), of 
projcd planning 

managers at the best compan ies. No one threw 

me out of th e room, and that was eno ugh to 

keep me go ing. I continued to struggle to 

understand what I had o bse rved . 

Then, a piece of writing came along to 

quite often I would explain somethin g I wa nted done in 

th e mo rning; th en I would go to Tel Aviv in th e 

afternoon and find out that the des ign had been altered 

and th e informati on th at I had passed along in the 

mo rning was no longe r acc urate. Still , I d idn 't know how 

to explain what I was observing-even to myse lf. 

I left that constru cti on pro ject to teach a su mmer 

graduate schoo l class on cons tructio n prod uctivity at 

Texas A&M. As part of th e course, I sent five teams of 

students to constructio n sites to see how productivity 

could be improved . The srudents set o ut armed with 

high-tech tools and prepared to conduct sophi sti cated 

measurement and analysis. I expected them to come 

back with recommendations to improve productivity at 

their s ites by changes in pro ject staffi ng, equ ipment usc 

and the like. 

After weeks of study, they produced, instead, 

detailed short-term plans for th e projects th ey had 

observed. As project managers, we we re all taught to 
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re inforce my thinking. In Jay R. Galbraith's 1977 

book, Organization Design, I fo und th e missing piece of my 

puzzle: uncertainty as information gap. I came to under

stand that planning eq uals un certain ty reduction. In 

subsequent resea rch, I was able to confirm this. I observed 

that uncertain ty is not an exceptiona l state in an othervvise 

pred ictable process of project work. 

W ith this new insight, it was easv to sec why my 

superintenden t kept postponing his plann ing and why 

my grad uate studen ts didn't find deta il ed plans at the 

sites they visited: they needed to co ll ect data onsite, after 

constructi o n sta rted . Dctai led plans arcn't possible in 

the abscnce of info rm ation. I lea rn cd that pcrfection is, 

indeed, in thc detai ls-but not prematurely. A project 

manager must adj ust th e degree of details in a project 

plan to th e completeness of ava il ab le informatio n. 

It is so clear to me now, but it took me years to reach 

th ese concl usions. Before I cou ld, I had to let go of 

assumptions that I had been taught. So much of lea rning, 

I have come to realize, begins with un lea rning. • 
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