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What 6s i n here?

This document is divided in two parts:
1. First section: Stories of work management
2. From chapter one onwards: Teamwork user guide

Over the years we have come to realize that the main objective in adopting new software for work
management is not simply software adoption, but also revising the organization of work. And in
meeting more and more companies, we realized that the main value in the interaction with us was
in consulting about how to structure work organization, more than in learning this or that aspect of
the software.

This can be summarized in a principle:

No serious problem of work management will be solved by just adopting this or that
software

Any real problem will be solved by clarifying what are the intended outcomes and how they can be
reached through action. Software can help in collecting data, motivating users, reminding stuff etc.,
but it is no replacement to clear ideas.

Teamwork is built in such a way to be compatible with the principle above. Hence it is non
intrusive, flexible, and different parts may be used in different ways by different users.

We realized that one of the most valuable things we could give to customers and evaluators is our
experience in modeling different work situations, using Teamwork in different environments. This is
experience that comesfrommor e t han ten years i n pr oionsdéhitheg fwo
whole world (you may check out the customer list on Teamwork site).

Hence in the next section, you wondét find instruc
different people in different situations improved their work in various ways, using also Teamwork as
a tool.

If you are just looking for a user guide, you canskipt hi s fst ori esd sedBdgion and
of user guide: how to start .
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|. Stories of work management

I. Introduction

InOpenLabwe 6ve been devel oping Te arogectoandkwork mahagemem s u | t i
software since 2003, and in previous companies, since the e

Every time we got in a company with our software, we came with plans to show how the software
worked, how to optimize its configuration, how to integrate it with existing applications. But we
always ended up actually doing so in the last day of our visit, if ever.

When we got in we always ended up in meetings after meetings where the topic was not specifics

of Teamwork, but questions of work management, and how to best wirknap ar
management with projects and issues, so that project trees, sets of issues, workflows and so on

could be used in a coherent matter.

And webve | earned a | ot about which mappings worKk

This need for conceptual mappings is teaching something, that is, where is the real value for the
customers, what users need.

We progressively realized that the value of software like Teamwork can be simply in the
introduction of more structuring, more quality in work. This can be much more than actually using
the software i taking it to the extreme, one could simply read this guide, reform practices in the
company and forget about the software J .

And more people and companies we meet, more we appreciate the way we have structured
Teamwork from the very beginning, that is, to be very, very flexible. A group of fashion designers, a
company doing production, a team of software developers, an IT group, hardware engineers, event
organizers, all these have different needs. And some of these groups may be in the same
company, and different models need to co-exist.

Meeting diverse needs made Teamwork evolve so that it has become a more powerful mapping
tool. Though it is extended, it still is an organically integrated tool.

Modeling company needs for organizing work always implies going beyond the scope of a single
application: Teamwork is always used in an applicative context, and so also its openness to
external integrations is something that in our concrete experience has made successful adoptions
possible.

I n this section of the guide you $timadctsomed,ofs ome
by Aboot campsodo i n compani e ¥oqualsodimdahe befinitians of someg we b
concepts related to work management that are not directly linked to software usage.

Some say that all companies need is a to-do list; this is for us just a symptom of scarce experience
in what people do at work, of how complex are the needs of a productive company.

We hope that this guide can be of help in understanding which map best fits your organization.

http://www.twproject.com - Teamwork is © 2001-2010 Open Lab Page 11 of 213




ii. Who uses Teamwork?

Well, actually many different kinds of people and companies. Sometimes evaluators ask: is it used
only by software houses? Or only by designers? No: actually software houses are less than 10% of
users, and designers even less. It is a diverse public i that is because of the flexibility of the tool.
Teamwork is used in more than 50 countries. A patrtial list of the customers is on the web site:

http://www.twproject.com/customerList.page

» Customer list
Custo mer |iSt Teamwork fur universities
Teamwork for non-profit
Teamwork is well-known, trusted, and used everyday around the world Teamwork for startups
Customer experience
Use cases

Featured customers
Z) cANONICAL et
N but ...
Canonical, the commercil spansor of Ubuntu
ORACLE f% : Zh
W aw
) Gonert e I
Email
7 Boehringer €3 Leicester
I|"I Ingelheim i City Council u
Pramsssutos), Gemany iz
Zvaltech CORNING
« valtec
Software house, France Technologies, German
A selection of customers by region
Europe U.S.A. and Canada Rest of the world
A&F Informatica, Software house, ftaly ACP American College of Physicians Abacomm, Telecom, Brasil
A.M.F.. Design solutions for fashion, Italy/Hong Kong American Academy of Orthopaedic AGAQ Informética, Brasil
Academica, Financial adviser, Netherlands Surgsons Alliance Industrial Senices, Australia
Actalis, Security solutions on-line, taly Archpartners, Renderings & animations Arfesan. Manufacture brake equipments and
New York, Boston P o
Active Space Technologies, products and senices for = v Y
thermo-mechanical engineering, Portugal Automated Logic. Automation senices Arkhangelsk State Technical University, Russia

Figure 1 AImost 400 companies are using Teamwork in 2010

These are happy customers: Teamwork is in fact most sold because of our customers talk about it
Twe don 6 tpowerful markeying activity.

The companies using Teamwork are quite diverse; but the people that use it share some features:

its people that dondt work alone, and thatinknow t
trivial to understand what is happening, and how to improveit. 1 t 6s you, dear reader
caled fAproject manager 0, but maybe you doaséScott!| i ke
Berkun (http://www.scottberkun.com) poi nt s out , you <could be simpl

about t he prioandetrging toanbke it averadl suocessful.

Whether you are building skyscrapers, maintaining tenth-century monasteries, setting up clusters
of servers, writing jQuery code or designing cartoons, there is a core of concepts that work
management shares.

One can do without management and project managers 1 as long as things are really simple. It is
way of saying that one is doing without any clear authority (maybe gained naturally by the most
experienced T no need of formal appointment). In our experience, lack of any authority and
organizational means leads very quickly to chaos.
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lii. How do | begin project management?

I n AMaking thi ngs (Sbot Bepkenhsiates thahhe asauméeshhatrthe reader is not
stupid, is curious and pragmatic, does not like jargon or big theories, and does not take herself,
software, or management too seriously. Well, we do the same in this guide and in Teamwork.

Still, you may have no or little experience in managing team work. Whatever work you will be
doing, you may have some requirements, and some dates. if you company has no notion of project
/ task / issues, you can start this way: list all the things you are doing in your organization. You
could separate internal work / external work. In the list obtained, group dependant activities: each
group can be called a project, and the people that should work on it are the assignees.

You may noticethat when you are | isting fithing fhingstve we ar
should be doingo. N o ttated in thenfitrm of b oot r e hesacarens, I
fiwrYade and which are stil]l to be transformed in

into actions, and get rid of the rest. And still among actions there are simple, brief ones, and others
that group many others: you could model the simple ones as issues, and the ones comprising
others as tasks (that is, projects which are child of other projects). This is a start of management.

Often we get asked by people evaluating Teamwork:
How do companies really use Teamwork?

In the following you will find several examples. Here are also some good books where to start
learning about personal and project management.

Some reference books:
This book by Berkun is our main reference:

Making Things Happen
Mastering Project Management

By Scott Berkun, publisher O'Reilly Media, 2008

http://oreilly.com/catalog/9780596517717

From a personal productivity perspective:

Getting things done

By David Allen

http://www.amazon.com/Getting-Things-Done-Stress-Free-
Productivity/dp/0142000280/ref=sr 1 1?ie=UTF8&s=books&qid=1273848829&s
r=8-1

L
-

Darvid Allen

s s

On the Agile/Scrum theme:
Agile Project Management with Scrum

By Ken Schwaber

Agile Project http://www.amazon.com/Agile-Project-Management-Microsoft-
Management Professional/dp/073561993X

with Scrum
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v. Teamwor kdéds phil osophy: a short story

There were once two brothers and a sister, and they were managers at

% three companies.
o \‘—,;' L The first brother was called Micro Manager, and he picked the most
§ ‘ S

complex and integrated management tools, which were entrenched in

éﬁﬂ\_/\/ , the technical staff IDEs and into all their network activity, so that not a

' single line of code could be written without it being carefully logged. Not

an hour could pass without justifying time spent; not a file could be

opened without explaining why. Not a project could be created without designing a 100 leafed

Gantt. And after a week everybody hated the system, and then they hated Micro Manager, and
everybody was unhappy.

The second brother was called Over Simplify, and he didndét want any kin
from to-do lists. And everybody just had to-do lists, and for the first week everybody was happy.

Then many started having long to-do lists, and some started worshipping them, and instead of

working, they were compiling longer and longer personal to-do list. And every list was different

from any other, and nobody knew what, when, how, and why, and everything was in a mess. And

then they hated Over Simplify, and everybody was unhappy.

Their sister was called Reasonable Modesty, and she had minimal goals, had always clear that
what matters is how people work and interact, and that software is always secondary, should be
flexible and not do too much, and not get in the way. She started evaluating Teamwork.
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v. Managing with lists vs. managing with trees

The field of fsoft war

management 6, which sh
more aptly named HAweb
\ management 0 today can
I / by two  basically different
I approaches to management: list
I based, and tree based. There are
I al so ot her approache:
just use a bl-majisa wi k
the way to goo, but I
to be simply a bit too naive.
fimanagi ng wthetchrredti st s o
fashion for web 2.0 applications.
Aproject manageament
supposedly changing the old
tabiila, -ae | 5./ arbor, arbdris | s approach to the problem: based on

the idea of to-do list, with a very
very very simple user interface.
This in contrast with more classical Gantt-based planning.

Teamwork could hardly be more different from the simple-list model, as we disagree on the basic
philosophy: we still think that the good way to model management problems is with the project tree
/ assignment notion (though not necessarily presented through a Gantt graph), and not with to-do
lists. We subscribe the idea that the user interface should be as simple as possible, and that
usability concerns should be at the center of development. But we also believe that usability is not
necessarily synonymous with poverty of features and integrations.

The difference between lists and tree based management may seem misleadingly small: notice

that for example it touches on whether the order of things to be done is just as the order in the list,

or is linked to dates. There are far-reaching consequences of this assumption: it is difficult to

imagine how ordered lists can be the source of a shared organization, instead of being the result of

a shared planning tree of events and dates. These results in completely different applications: a

universal dashboard, Teamwork with dates, projects, and different views for different users. And it
would be a big mistake to think that one
can be somehow transformed in the
other.

O
—

You may ask: why <can

fact, both applications do some of both
P approaches, but it is a general

— E N\
s ———=_ philosophical choice that has been
I done: web 2.0 has a minimal modeling
G\ structure, Teamwork tries to keep it
: p maximal, giving all options to the users.
. If you are familiar with Teamwork,
ifitreeso (projects) do
, lists (issues andto-d 0 6s ), chbauntéty ou
& l do without the central notion of

assignment, l'inking i
il eafsdo (people).

tabiila, -ae | s/ arbor, arbris | Teamwork also tries to embrace the

existing IT infrastructure (so it can
become complex to configure), and hence it is not necessarily an online service: notapurely fiwe b
2.0n servSam,e bhent weheams .1l i sts and trees, the choice i
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vi. Deep IT integration

In a recent boot camp in Brazil the company that chose Teamwork explained why they chose it.
They tried using an open source tool i which was too simplistic. Then a most expensive solution i
named like a season, which instead of bringing spring is so convoluted that it brought a post-
atomic winter of complications - dropped. They even tried going back to Microsoft Project i but that
was obviously a dead end.

Their requirements were:

1. Have a solution running on their Linux server / Oracle database combination, so not to have
a further server side technology to maintain

Have direct access to the database

LDAP (in their case, Open LDAP) integration
Supporting HTTPS

Integrating with their Linux file server

Be reasonably priced

N g M DN

Have something web based, capable of modeling their non trivial work flow 7 without the
rigidity of workflow systems

It took their director a month of searches on the web to find Teamwork. They just told us that they

could not believe that there was nothing with their requirements. The first 6 are satisfied by
Teamwor k out of the box. Point 7 was met this wa
creation is done from two task templates (see 14.4 Custom wizards), one for the project initial part,

and the second template for the project main part: this creates a new project from the two

templates, allowing them to edit every single instance for the particularities of that case, and also in

time to update the templates. This is quick and flexible.

So the end result is a low cost and simple solution deeply integrated with their existing IT
infrastructure.
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vii. A critical moment: change and overcoming opposition

Healthy companies, groups which are self-critical tend to periodically reorganize themselves. It is
an opportunity to improve both productivity and quality of work. In these moments, software
surveys are done to select new software for project and more in general work management. It is in
these phases that sometimes Teamwork is chosen. In the choice what most matters is how the

software can fAunobtrusivelyo map t omworkiathis@awbeor gan
great, because of its flexibility, scope, and the wide fit to the IT infrastructure.

But there may be a problem hindering adoption: user resistance to change.

The great writer and marketer Seth Godin writes in his latest book Linchpin® :

i 6Teamworko is the word bosses and coaches and |
sayod o

Now our Teamwork software is not at all built in a way to enforce things. Enforcing behavior on
users is the best way to get them to hack the system. So in Teamwork users can do more or less
all they want, the main goal (and the hardest part) being to get users to use the system.

Linchpin deals extensively with change and resistance. For example, at page 168-1 6 9 : i f tr
airline started using hiddencamer as t o push them to do more, theyo:«

A typical reaction to the announcement of the adoption of Teamwork is that there is some user that

wi || feel it as a tbBwtl tthe Meaintwodl dngPpeasice sce
never found anyone regularly recording worklog who felt is a way of being controlled. It is feels as
something that somehow cer t iPeadpleare giveg ta the compamys wh a f
and they like to testify it. Orderly recording worklog makes you feel good. And a management that

does the effort of introducing tools like Teamwork is likely a management that is more sensitive

than usual to the necessities that improve the quality of work, not the other way around.

Conquering users is a non trivial task, and also a crucial point, as the success of Teamwork is
directly proportional to the amount of user usage.

For the point of view of the application, we did a lot of work to ease usage: a main example is the
introduction of smart and full text smart search 1 finding things easily and fast is something that
users appreciate more and more.

Smarter search and recent object functionality

As usability becomes more and more a crucial feature of applications, helping users with full-text
search and recent object lists may still prove insufficient. You may need to go beyond these
features, by having a way to keep track of fAmost

- guess what you are looking for
- find what you are searching for
L e tséesan example.

In these weeks you are working on items A, B and C of your favorite web application.

Friday, you actually briefly worked on X, Y and Z before going home, as you had these for

guite a while in the bottom of your to-do list. Now, you get back to work on Monday, and

what you have in your Airecent objectso-teti st ?
search. You search for the name of A, which actually hundreds of other objects share, and

which maybe there are far more occurrences than in A, even if nobody has been using

them for quite a while, so they fill results on top of your A. Useless. There is no easy way to

get back to A: something here is not working.

! http://www.amazon.com/Linchpin-Are-Indispensable-Seth-Godin/dp/1591843162
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This is a usability problem; in order to make your application more helpful, you should somehow
keep track of what is being used most often by the users. How to do that? A complete answer is
not trivial: as often happens in usability problems, what looks simple from the point of view of the
user, is actually complex to solve and render. In the end, all complexity should be hidden, but the
solution is not trivial.

H
task1 it: ii2 iz

taskd ]

tazk3

tagha |

Figure 2 Area of focused interest in time.

What is relevant to you is not just stuff that you occasionally visited, but say projects or documents
to which you recently returned to again and again: you need to keep in focus a window of attention.
See it in this way: you want the projects or documents to which you are frequently linking to. You
need a sort of personal page rank.

P . This has been implemented in Teamwork by having on all

ﬁ e def aul t home pages a fAyou most |y
surprisingly smart in providing links to what you are most
- working on.
WP004.02 - Create 3 stunning site This example should reassure you that in Teamwork we are

taking quite seriously the problem of usability i and hence of

CRWD - Crowd funding promaotion ) . .
Iowerlng user adoptlon resistance.

WPO04 - Web publishing 2.0
WP004.03 - First tribe seed

- - Developers in Europe

Other features developed along this line are some game-mechanics features, like the
score and the balloon prizes i that user actually enjoy and find stimulating.
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viii. ~ The problems of estimation

Teamwork is mainly a tool for collecting work data in real time, while the projects are running. It
also provides several tools to estimate work to be done.

All modern methodologies share this belief: scheduling and estimations work when they are
composed of a detailed planning for a limited period of time. Future evolutions are unpredictable: a
little likelihood of getting it wrong on each issue, gives a high likelihood of getting it wrong globally
T evil compound probability is at work here. But that is not all: there is a snowball effect due to

interdependent contributions, so an apparently 1l ocal Aslipo
so when locally all is proceeding fine, the end result is far from what planned.

But some (most?) of the value in scheduling is not in getting the dates right, but is simply in
commitment. The moment of estimation is and always be present and critical in any organization
that is larger than, say, seven people. Because it is also an occasion top meet for people that do
not normally work together.

This is why in Teamwork there are no fAglobal o

do estimations locally: on single assignments, or even more fine grained, issue by issue. And you
can do a combination of these.

To Gantt or not to Gantt

In almost every company where we went for a Teamwork
boot camp, we found something like the Gantt in the picture
hanging on the wall: a tattered piece of paper. An
abandoned, yellowed Gantt print, left there for about two
years.

Reports are useful if read in the narrow time interval of their
validity. And even simply to be able to get at any time a valid
report of the standing activities of a company is a difficult,
non obvious result.

There is nothing Aevil 6 i n Ga isplayisg.datah enty ore IsHould,
realize that it is not a universal solution.

So Teamwork both lets you have project trees which are not Gantts i a task may open, pause and
close inside the time interval in which it is defined, and even lets you generate a Gantt-like view of
several projects together. This cross-project comparison in a unified view is practically impossible
(in Microsoft Projects, insert as subprojects etc.) in file-based project management, it is easily
accessible in Teamwork instead.
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iX. Agile methods, SCRUM and Kanban

"Being Agile" is like "being in love". No guarantee that it
means the same thing to any two teams.

Seen on Twitter from fijasongor mano

Some context: Scrum ( http://en.wikipedia.org/wiki/Scrum_(development) ) is a methodology

for software development (but not only) belonging to the agile family ( http://agilemanifesto.org

), which is a set of methodologies which was a direct response to the dominant project
management paradigm, waterfall, borrows many principles from lean manufacturing and was
formalized when 17 pioneers of the agile methodology in 2001 issued the Agile Manifesto. If

you know even a |ittle about Teamworkoés approac
principles, youdll feel a family resemblance.

Scrum is not just about software development: see A real-life application of Scrum outside IT
http://www.scrumalliance.org/resource download/548 .

rene el Kanban: On Wikipedia:

ot ooy, Pene )
1 c
=g

7 http://en.wikipedia.org/wiki/Kanban

Compared with Scrum:

http://www.infog.com/minibooks/kanban-scrum-minibook

Kanban and Scrum
making the most of both

o fKanban uses a vVvisual control me c h a |
through the various stages of the value stream. Typically, a
whiteboard with sticky notes, or an electronic card wall system, is

InfoQ usedo

When we came back to Teamwork version 4 after reviewing some literature on agile methods, and
in particular re-considering the Scrum perspective, it became progressively clearer that mapping
Scrum ideas to this or that functionality of a software is inevitably a simplification and maybe even
a betrayal of the agile philosophy: as these methodologies concern the way you approach
problems, and have great variations in detail when it comes to each particular case; see

Agile Project Management with Scrum by Ken Schwaber, Microsoft Press
which is filled of examples.

From this perspective, the main point is not and should not be the management software you are
using. Weoé6ll get back to this in the final <consid

Wedre assuming here familiarity with concepts fr
examples are tuned to software development, but the line, if valid, is valid in general.

In our experience success and productivity in work are linked to how you deal with two sides of
work management:

1. Modeling carefully the complexities of your work environment i and here obviously
Teamwork serves you beautifully

2. Bringing this complexity to something easy, light and quickly manageable and updatable by
the single user.

Most of the ideas surrounding fagiled management
process.
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Mapping examples

Figure 3 Burn down chart with Teamwork

If one does decide to use a management software to manage agile procedures, one should be
careful not to take simplistic decisions.

Consider for example backlog: collecting a backlog is the most basic step; how do you collect the
backlog? It may be say a shared Google document; so from the PM software point of view, your
backlog is a non structured document that the software does not manage. It may be a set of
separate entities, say issues? It may be made of tasks with detailed descriptions and work
estimations; and so on.

In many examples of teaching Scrum we see cards sticking on boards, and some software just use

that idea for the user interface. People seem simply to be missing the fact that a development
project may simply have | ike 800 Acardso. How t he
candét wor ksomethma moredlexidle and powerful than a concrete or digital board. Only

in some cases a board can be used i and now Teamwork has the Kanban board to do just that i

see 4.5 Organize -Kanban.

Stand-up meetings: why is backlogging the subject of management-by-software and meetings
arené6t? This is a typical and mistaken hacker ds
management more on their agenda than on their to-do list, if they have such a thing. And you will

have projects with both kinds of people (and many more).

Why recording the activity on the assigned tasks has to be done by scaling down hours on the
selected items of the bac kdlibspp?onartould retordactivity inthd e mor
Subversion commits? Or in your Twitter feed? Here too, you need an open ended tool, which

collects data from many sources in different ways.

An exampl e: |l etbs see a sampl e preyjubavd acastomer,as si gn
lead developer, and a set of developers, D1, D2, D3; you want to collect the backlog, and basically

your main aim is to let the developers work in quiet conditions and with a stable set of
requirements for a month. Well to model that in Teamwork is no big deal, you can support this

procedure in several ways; for example you may have a root project ROOT, on which everybody is
assigned as fireader 0, and | ead developer as proje
the customerisassi gned as inwor ker o, SO0 she can contrib
inserted as issues on this BACKLOG task.

You then create a new ROOT®6 child task called FIF
constitute its effort to it, and assign D1, D2 and D3 as fdAworker so, so t hey
i ssues, but nobody externally wild./ change the set

On this structure, Teamwork gives you many, many, many tools to go on, work comfortably,
connect this project with others differently structured; it may even be a child of a completely
different structured project. You may structure the BACKLOG task itself as a tree; you may have
several sprints going in parallel; you may have after the spring a workflow of approval, and again
here Teamwork supports you with task as processes. More examples could be made.

Final considerations on Agile
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