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Metacognitive Essay
Document Descriptions

This packet will include the following lesson design documents:  a) project proposal, b) critical issues and resources analysis, c) project timeline and budget items, d) assessment and evaluation plan, e) risk analysis, and f) expert feedback. In the following sections, I will highlight all of the documents which are included in the project packet. In each document, I will discuss the following things: the purpose of the document, self-evaluation of my success in the first submission, the recommendations made (by all readers), what I decided to change and why, what I decided not to change and why not, and what I learned that was unique to this part of the project. 

a) Project proposal: The purpose of this document is to provide an overall strategic plan for completing the project.  The project proposal covers the following areas: defining the problem statement, goals, global strategy, timeline and budget, resource analysis, risk analysis, and evaluation plan. Although these areas are covered in the proposal, only the main and important points will be addressed. A more thorough analysis will be covered in the other documents.  The purpose of my project is to provide educational technologist with a website that would aggregate news and information (pertaining to education and technology) from different sites in which would be displayed in one intuitive interface. This would avoid the hassle of viewing all the sites individually.


As I was evaluating the first submission of this document, I found that my project would take much longer than I anticipated. I forgot to count in the sick days, vacation time, and the complexity on some of the tasks.  I also found that my budget was unrealistic as well. I forgot to count in other factors such as computers, office space, software, and padding. Since the project will take longer than anticipated, then the budget will most likely increase.  And finally, on the global risk analysis and management plan, I left out some important potential problems which can lead to failure of the project if it is not properly addressed.

Some of the readers recommended that I elaborate more on the features of the website, such as database capabilities, searching and sorting process, and aggregating issues.  One reader said that my timeline was too short and should be extended. Another reader suggested me to add more potential problems in the global risk analysis and management plan (problems to add include: losing a member of the team and natural disaster destroys our project files). The potential problems should also have valid potential solutions as well. 

All of the recommendations were implemented. I agree that I need to be more elaborate on the features of the website which will make the project more clear and understandable.  I’ve extended my total duration for the project to include sick days, vacation time, and padding of each deliverable and task. And finally, I’ve addressed a few more potential problems and solutions, which if not addressed, can lead to failure of project.

For this project, I’ve learned that having a clear and well-defined plan is very important. If the plan is unclear or misunderstood, then clients may not be willing to accept or fund the project.  I’ve also learned that the project manager must have a thorough and in-depth knowledge of the entire project in order to create a good proposal with an accurate budget and timeline and an elaborated risk analysis plan.

b) Critical issues and resources analysis: The purpose of this document is to conduct an analysis of the resources needed for the project and to specify the critical issues that may arise for each of the following components: 

· People - team, expertise, percentage of commitment?, report-to?, executives?, and SMEs.

· Time - SLDC, timeline, management, handoffs, etc.  

· Technology - tools, products, allocation of shared resources, alternatives, support, etc.

· Environment - organizational, professional, competition, community?

· Design - key points, philosophy, method interface with other systems?, acceptance?

· Budget and impact – set or flexible budget, constraints, for profit?, training?, non-monetary value?

As I was evaluating my first submission of this document, I found that I had quite a few spelling and grammatical errors. I also found that my budget was not broken down into detail. Basically, I just had the total budget, but I didn’t specify how I got that number. 

Some of the readers recommended me to address tradeoffs for the team members, just in case I can’t find a person with the specific skills of the job description or if the person doesn’t want to be a member of our team. They also suggested me to change my timeline because the duration of my project was too unrealistic.  Some team members may not be able to work full time and we must also include holiday and sick days as well.  Another reader recommended me to break down my budget and specify where how the money is broken down. The reader also recommended me to explain where the money was coming from.

All of the recommendations were implemented. I think including tradeoffs for each of the team members is very important, because if we can not find an individual that fits our job description, there must find an alternative solution.  I also agree that the timeline for the project is unrealistic and decided to add more time for holiday and sick periods.  The budget is also broken down into detailed description. Although the budget is not fully elaborated (which will be in the timeline and budget section), there is a brief chart that describes how the money is spent.

For this project, I’ve found that conducting a resources analysis is really helpful in determining what kind of resources as necessary for my particular project and what issues can arise with those resources.  I also learned that having tradeoffs can really be helpful for providing a backup plan, in case something should go wrong. 

c) Project timeline and budget items: The purpose of this document is to provide a detailed timeline in which will encompass all of the tasks, subtasks, milestones, duration of each task and subtask, members involved in each task, and the duration of the entire project. This document will also provide a detailed budget in which will encompass the cost of each tasks and subtasks, personnel costs, additional costs that needs to be included, and the total cost of the project.

As I was evaluating my first submission of this document, I found a couple of spelling errors on the document. I also found that I forgot to include the name of each task on the Gantt chart. 

One of the readers found some spelling errors in my document and also errors in the Gantt chart, such as incorrect predecessors and over resource one of the team members (educational technologist). Another reader was confused with the Gantt chart because there was no task name for each of the tasks and subtasks.  Also, one of the reviewers did not understand the 50% of each person’s time in the Gantt chart. The reviewer wasn’t sure if the person’s is to be only involved in half that task.

The spelling errors and errors in the Gantt chart were all changed. The task name on the Gantt chart was also added.  I decided to keep the percentage of each person’s time in the Gantt chart the same.  The percentage basically means that the individual will be involved for a particular percentage (for example 80%) of the total time. For example, if the task took two weeks to complete and the team member was involved in 50% of the task, then they will only work on the task for one week. 

For this project, I’ve found that creating a Gantt chart can be quite difficult. The duration must be as close as possible and assigning too few resources on a particular task can cause the task to take longer than expected. I think it require a lot of project management experience to create an accurate timeline and budget. A project management will very little experience might not be able to specify an accurate duration for each task, assigning of resource, and overall duration of the entire project.

d) Assessment and evaluation plan: The purpose of this document is to develop a comprehensive plan for test activities, develop a test model to verify all target outcomes, and ensure that test time and resources required are available.  It should have a master assessment plan and should cover all of the phases (plan, design, develop, rollout, user test, etc.). For this document, my main focus was on the design phase, development phase, and the testing and final modification phase. For the design and development phase, the reviewers (only pertain to team members) were to answer a list of questions, discuss it over with other team members, and try to reach an agreement. For the testing and final modifications phase, it consisted of alpha and beta testing. 

As I was evaluating my first submission of this document, I found that I did not specify the criteria for the alpha and beta testing. For example, if a tester recommended that I change a particular style on the site, I have to have some criteria to determine whether that change is necessary or not. Just because one tester feels the style is not appealing does not mean that we should change the entire style of the site.

One reviewer noticed that not all of the reviewers (testers) would reach a comprehensive agreement. What actions do I need to take if one person does not agree with everyone else? Another reviewer suggested that beta testers might not understand design principles, so therefore, asking about design issues might confuse the testers.

All of the recommendations were implemented into the final document. If there are three more reviewers, then the majority decision will rule. If there are only two reviewers and no agreement is made, then it will be up to the project manager to make the final decision.

For this project, I’ve learned that assessment does not just take place at the end of the project, but during each phase of the project.  Sometimes evaluating a task can be ongoing. For example, when the developer is programming in code for the site, he has to constantly test to see if each routines and sub-routines are working properly. If it is not working properly, he has to go back and evaluate and try to solve the problem before he can move to the next part of his code. That can be a form of evaluation.  I’ve also learned that assessing and evaluating a project as much as possible is very important. It is better to find out the problem early on the project, then wait until the project is almost complete. 

e) Risk analysis: The purpose of this document is to find everything that could go wrong in the project. Problems can be specific to the handoff, deadline, and deliverable, to the team members, or anything else that can go wrong (natural disasters, computer crash, viruses, computer hacked, etc.). Once the problem is found, we must then find out the consequences if the risk should occur, the costs of the risk, the severity of the risk, alternative solutions, steps to prevent the risk, and the likelihood of the risk.

As I was evaluating my first submission of this document, I felt that although I have covered many of the risks, there were still some risks in which I haven’t included that could cause a lot of problems with the project. Also, I felt that some of my solutions were not very good solutions, particularly because I don’t have much experience with risk management. This is where I really needed feedback from my professor and classmates.

One of the reviewer recommended that I should identify the backups for skill sets. For example, if I could not find an individual that had the adequate skill set for the job, I need to find a backup or another solution for this risk. Another reader suggested that over-padding would be an issues, especially if I’m bidding for a contract or a grant. The reader also specified that if I pad too much and finish ahead of schedule, people will think that I will finish early every time, which means I won’t need padding at all.

I decided to implement the backups for skills sets, because I agree with the reviewer that having backups for skills set is important just in case an individual does not have the appropriate skill set for the job. I also agree that over-padding can be an issue. I think my lack of experience with management is the reason I chose to pad a little more. Since I am not sure how long the task will take, I felt that adding extra time and finishing early for a task is much better than not padding and have the possibility of finishing late.  I suppose with more experience and knowledge with risk management, over-padding will be less of an issue. 

For this project, I’ve learned risk is very important to consider when managing a project. It is better to prepare for the worse, even if the worse will most likely happen, then to not prepare at all. I learned that even the little things can be a risk and appropriate actions should be considered if that risk should ever occur. 

f) Expert feedback: The purpose of this document is to find an expert that has experience with project management and/or had expertise that is related to my project (EduTech Aggregrator).  An interview is then conducted to discuss my project ideas and documents in which I will ask the expert specific questions related to the project. After the interview, the conversation must be recorded and explained in a clear, precise, and complete document.

As I was evaluating my first submission of this document, I did not find a lot of changes that needed revision. I’ve got a chance to ask the expert a lot of good questions and, in return, I got a lot of good feedback from him as well. It was easy to communicate with him because he had background in instructional design and multimedia development, which is very similar to my background.  The feedback I got from the reviewers was very good. They told me that my document was very clear and useful. 

I’ve learned a great deal from this document. I’ve learned that no matter how much knowledge you have in one domain, there is always another person out there that knows something about that topic that you didn’t know or just overlooked it.  The expert really helped me get a better insight on my project. He really made my document more polished and more importantly, he made my document look authentic.  
Overall Descriptions

This course has been very helpful for me. I’ve learned so much in just one short semester. I’ve learned how to plan and write a proposal. I now understand the components that are necessary in order to have a good and complete proposal. I’ve learned that communication and people skills are one of the most important parts of being a good project manager. Leadership, which is one of my weaknesses, is also an import component of a good manager. You must be able to make good choice as well as lead and support your team. I’ve learned that you should assess and evaluate your project throughout all of the phases, not just at the end of the project. I’ve learned that you should always plan for the worst, and be able to count in all of the risks that may occur throughout the project. Many disasters can make a project fail, but if proper risk management is taken into account, there is a much greater chance the project will succeed.

Before taking this class, I had three weaknesses that are related to management. My first weakness is management money. When I was growing up, I could never save a dime. Either I would spend all of my money or I would just misplace it and never be able to find it again. I’ve always had a hard time budgeting and keeping track of my money. Surprisingly, even as of today, I have a hard time keeping track and saving my money. My second weakness is managing my time. I am very horrible when it comes to scheduling and managing time.  I don’t keep a daily or weekly schedule of the things I do. Basically, I just try to remember everything on the top of my head.  My schedule is always changing and it’s hard for me to keep consistency. For example, sometimes when I am really busy, I don’t eat lunch until midnight, and I don’t start studying until 1:00AM. Sometimes, my schedule can get pretty sporadic. My final weakness is managing people and leadership skills. Particularly the main reason I have these weaknesses is because of my lack of experience. Throughout my life, I’ve always looked up to people and followed their lead, but very seldom have I gotten a chance to be the leader. I am also very afraid as well. I am afraid that people will not take me seriously, because in a way, I don’t really consider myself as a serious person. I’m afraid that if I tell a team member to do something and he/she doesn’t do it or he/she doesn’t take me very seriously, I don’t what to do thereafter. But after taking this class, I feel a lot more competent, and if put to the challenge, I could see myself managing and leading a project from start to finish.  

This class has really given me another skill in which will be useful someday. Although I can’t really see myself applying for a project management position, I can see myself doing all of the duties and tasks necessary in becoming a proficient project manager. My current job doesn’t involve project managing, but I can still benefit from what I’ve learning in class and use it in my current work environment. For example, in the company I work for, there are numerous projects that are going on at the same time. Sometimes, one person might want me to work on one thing on this project and then another thing on another project. This task really involves managing you time efficiently, because you have to know when you are available, how many hours you are available, and how long the task will take. Another example is risk analysis. Since all of my tasks involve using the computer, I have to consider the risks that can be involved. I have to consider those risks and find a way to overcome it. Most of the time, I use high memory and intensive software, so it is always good from me to save every minute, because there is a great risk that my computer can run out of memory and crash. So, although I don’t have a project manager’s position, I can always take advantage of some of the skill sets that are involved. Perhaps my future will require me to use more of these skill sets, and when the time comes, I will be read and prepared to take on the challenge.


























































