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The primary objective of this project was to create a web site for the Andreda College Theatre Art’s Department to display the best production photos of the department’s previous productions.  Michael Biden, Technical Director and Artistic Designer of the Andreda College Theatre Department, requested this web site as a resource for faculty and staff, prospective and current students, and potential college/departmental donors.  The Past Productions web site will add a new image to the department’s web presence and increase it’s competitiveness in the liberal arts college market as a Theatre Arts Major/Minor Program.  This web site will give students and donors interested in the Andreda College Theatre Arts Department an opportunity to view pictures and information online about the department’s past productions and artistic accomplishments.  Also, this web site will increase the department’s public and internal exposure and passively aid the recruiting process for new students and donors.  In addition, it will be a resource for current students, staff, and faculty to learn more about the department and its achievements.
The project was proposed by Michael Biden to Matthew Garcia, the current project manager, in the spring of 2002.  Mr. Garcia, a theatre major with web design experience, showed great interest in the project, but did not feel he had the time nor experience to complete the project on his own.  The Theatre Arts Department’s current web page provides information about the current production season, but does not provide information or images regarding the departments past productions.  This project fulfills a need and in a sense a business objective for the Theatre Arts Department (for more detailed information see the attached final scope statement on page 14).  This project is a perfect opportunity to combine Mr. Garcia’s web design experience and Theatre Department connections with a project team, integrating project management tools to complete this project.  Each team member, being students and future alumni of Andreda College, are interested in the project because it benefits the college by improving the image of the Theatre Arts Program.  Also, this project was an attractive choice because it gave the project team an opportunity to work with a familiar sponsor and learn more about web design and information technology projects.
The web site that we created for the Theatre Department consists of an online production photo gallery of the Theatre Department’s best past production photos.  The photos were originally in slide-negative format and were hand-picked by the project sponsor.  The project team then scanned, formatted, and documented the slides into digital format.  The website was designed by Matthew Garcia with aid and guidance of Cherie Porter, Information Technology, and James Wriggle, Information Technology.  James Wriggle also played a very large role in making the web site dynamic with the use of Perl scripts operating on a college owned and maintained Apache server.  In addition we created a tutorial for the maintenance of the web site including basic web site information and directions on how to add additional seasons, productions, and photos.  The printed tutorial uses several descriptive screenshots to make it very user-friendly and simple to follow.  


The project team also utilized several project management tools to guide, organize, and complete the project tasks.  The team produced a project charter, team contract, team web site, scope statement, Gantt chart, hours worked vs. hours estimated, two status reports, and project notebook during the span of the project.  Hard copies of both the preliminary and final drafts of these documents are attached in this project notebook and can be easily found by referring to the table of contents at the beginning of the notebook.  
We found several of the project management tools to be very useful while others were not as useful for this particular project.  The scope statement was especially valuable because it helped us focus on the goals and objectives of the project and made us think clearly about what exactly needed to be done to meet those goals.  The Gantt chart was also helpful in really developing a genuine understanding of the project and all of its tasks.  By listing all the tasks that needed to be completed from start to finish we got a clear picture of how the tasks would breakdown and who would be responsible for each set of tasks.  The calendar and scheduling part of the Gantt chart didn’t seem as helpful for a couple of reasons.  One reason was because our schedules were so complex making it very difficult to schedule specific hours per day or per week specified for our project work or for team meetings.  For example, if we were to record a specific date and task in the Gantt chart our team may not be able to meet on that specific date.  Also, all of the team members were fairly new to web design and project managing so we had to give very rough estimates for most tasks in the chart.  The status reports were helpful by forcing us to regroup and analyze the work accomplished and the work that still needed to be done in a formal way.  Having the status reports in writing gave us a sense of accomplishment for the tasks we’d completed and realistic expectations about the work that was still left to do.  The final project report was helpful in pulling the whole project together in a formal way.  
One document that wasn’t particularly useful in this project was the project charter.  It did help us consider who our stakeholders were and who our project would impact, but its usefulness ended there.  The charter was produced in the planning phase of the project but wasn’t ever used after that.  Although it was helpful to clarify various ideas and assumptions about team communication, respect, and work ethic at the beginning of the project, we fortunately didn’t feel the need to discuss or refer to the team contract any further.  Perhaps it was also because there were not any consequences defined in the contract if the contract were to be violated, contrasted with the fact that most of team work was very successful.  The team website in this case was not very useful except for keeping our documents in one place which possibly could have been done in an easier way.  It would have been more useful, except that only the team member hosting the project could have read and write access to update the web site, exempting each team member from posting updates independently.  Overall, as a team we feel the documents we didn’t find useful perhaps would be more useful on a larger project with a larger team and stakeholder group. 
The primary success of the team is that the Theatre Departments Past Productions Web Site is live and on time!  Our sponsor and stakeholders have expressed their satisfaction and enthusiasm with the process of developing the website and with the final product.  The team has gained knowledge in many different project management areas especially a thorough understanding of project documents such as, the Gantt chart and the Scope statement.  We also feel we have gained experience in team based collaboration.  We have each have improved our knowledge through the use of scanning tools, Photoshop image editing, and web design using html, xml, and javascript.
We found several attributes of this project worked really well for our team.  The team accomplished the most when we spent large sections of time together (3 hours or more) on project tasks. Also, assigning small tasks to each team member and then having the whole team review and improve on the task was an efficient and effective method for handling small tasks.  Mr. Garcia, the project manager, was in almost daily contact with the project sponsor and the majority of the stakeholders which helped keep the project focused and on task.  We were also very fortunate to have a group of project stakeholders who were very enthusiastic and helpful towards our project work.

Despite our accomplishments there were some attributes of this project that did not work well.  For instance, assigning large tasks outside of meeting times did not work well because the larger tasks needed more team collaboration to be effective.  Also, balancing the task load equally between team members was difficult because it was hard to measure tasks in terms of time.  Communication was somewhat difficult as well because neither email nor the team web site were consistently useful because not all team members checked and used these resources equally.
As a team we learned a great deal about project management tools such as the importance of scope definition and the usefulness of the Gantt chart. We have also become comfortable using Microsoft Project.  In addition to the project management experience we gained, we have each improved our understanding of team based collaboration and the amount of organization it takes to create a team that is productive, efficient and resourceful.  We also learned the importance of communication when working in a group setting and how to effectively take and deliver advice and criticism.  Another very important skill that we fully appreciate now is time and load balancing within a group.
As a team we felt there were some things we could do differently in future projects with similar circumstances.  We should do a better job at scheduling regular meeting times for each week instead of re-scheduling each week, this would allow us to better utilize the Gantt chart as well.  Also, for meetings we could follow a pre-written agenda more closely to make better use of our time.  We should establish a more efficient communication system that all team members are able to use equally.  It would be very helpful to have a clear and precise scope statement before beginning work on the project product-related deliverables.  Finally, it would be wise to choose a project manager that is not also the lead technical person due to the heavy time demand required for both positions.
