
It’s been said that managing IT personnel is like 
herding cats.  Who are these people in IT, what 
motivates them and how do I communicate with 

them?  Tips on keeping your IT personnel on 
track, on time, in scope and informed.
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Presentation Notes
Tom Stowe, PMP, is a Senior Programmer Analyst with NuSkin Enterprises, Inc. and has over 27 years experience working as a programmer, analyst, project leader, and I.T. Manager.  Tom has worked in over 26 industries including: direct selling, wholesale/retail, medical insurance, medical billing, collections, lumber yard management, auto glass, and publishing.  For the past 10 years at NuSkin, Tom has been working with the I.T. Commissions Team and has been specializing in International Tax Withholding and Payments.





Styles of Project Managers
◦

 
Hands Off
◦

 
Hands On

Presenter
Presentation Notes
First, I don’t have all the answers.  I have a few years experience in IT and from what I’ve learned in that time, I hope to share some of that with you today.  You may not leave here with definitive answers and plans, but hopefully, you will be able to use some of this to build upon.

 

While there are many people and job titles and a vast array of IT work, most of the references to IT will probably be directed to ‘programming’, since that’s what I’ve spent 27 years doing…  

 

Different types of Project Managers

 

First of all, let’s realize that there are many different approaches to Project Management.  To varying degrees they fall into two basic types:  “Hands on” and “Hands off”.
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An example of a “Hands Off” type of Project Manager, would be:  Marlin Perkins.  How many of you remember Mutual of Omaha’s Wild Kingdom?  How many times did you see Marlin sitting in the boat, on shore, in camp or anywhere else but tackling the animal being studied?  And we would see Jim getting chased by whatever …  Jim would usually end up with a bandage somewhere, while Marlin would seem to never get ruffled.
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For a perfect example of a “Hands On” Project Manager, we look at:  Steve Irwin.  CRIKEY!  That’s one guy who would push his help out of the way just to get right in the face of danger.  Steve had no reservations about getting down and dirty with any animal that he was working with.  He may have started out with clean clothes, but he usually ended up in the mud.





Why does a Project Manager’s 
style of management matter?

Don’t Panic!

Standards & Best Practices
vs

Creativity, Individuality, & ‘The Rebels’
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Presentation Notes
So, why start with the PMs?

 

Your style of project management will affect how your IT people respond to you.  If you come on too strong, you may get push back from IT.  It you don’t come on strong enough, you may feel like you have no control over the IT aspect of your project.  Some programmers almost ‘resent’ being told what to do or how to define a project.  Tell them what you want and then get out of the way.  Now, that is not always the case, but sometimes their reactions may ‘look and feel’ like resentment.  

 

Balancing Standards & Best Practices against Creativity, Individuality, & ‘The Rebels’ can be a daunting task.  You will have to balance this within your corporate culture and your company’s internal policies.

 

Don’t panic!  Above all, just learn to work with your IT people.  





-
 

Web/Java 

IT Personnel –
 

Career Options

- DBA
-

 
‘Legacy’

 
Programmers

-
 

Other IT Personnel

Presenter
Presentation Notes
Who are these IT personnel?  What drives someone into this profession?  Let’s look at some types of IT personnel.  

 

Different Programmer/IT personnel

 

Web/Java – Likes bright shiny objects.  Web development deals with a lot of ‘eye candy’.  Flashy presentations and ‘gadget’ filled web pages can catch your eye and hold a user’s attention.  More attention means more web hits which can mean more revenue.  Usually this group of developers tries to ‘make it work’ with whatever tools they can find.  There is high pressure for these people.  Their work has high visibility.  These factors can cause this group to be in high stress modes most of the time.  

 

DBA – Just want everyone to get along.  They want their data to be ‘normal’ and can be sticklers for making you jump through hoops to get information.  They are charged as ‘keepers of the data’.  Information is King and they are usually a possessive group who protect this data at all costs.  Data integrity, security, design, and system performance are all part of their responsibilities.

 

Legacy Programmers – Why can’t we do this like we always have?  I’ve used the term ‘Legacy’ for most of the core programming groups.  While many programmers dislike the term “Legacy” programmer, I’ve used it to refer to those programmers that are keeping your core systems alive and kicking.  This group is usually those programmers who want to do what is ‘right for the application’ and not always what is ‘politically correct’.   



Other IT Personnel – Everyone else.  IT Management,  Business Analysts, Help Desk, Network Operations, etc.  These others people are as important as those mentioned in keeping your IT department moving and your business alive. 

 

Understanding why these people went into IT might make it easier to understand who they are.  I sent out a survey to 100 people and the results showed this:





A – Money
B – Job security
C – Opportunity for growth (learning)
D – Just a stepping stone for my ‘real’
career.
E – Opportunity to help others
F – I like a challenging career
G – I wanted to work with people
H – Opportunities for dating (meet 
opposite sex for dating!)
I – Other

Results
IT   Non-IT

1
2
3
5

-
4
-
-

6

4
6
1

 7

5
 3

7
-

6
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Presentation Notes
Most IT chose  C, opportunity for growth.  Most non-IT  responded with A, money.  F & I were the next choices – Challenging career or Other – with the main response as ‘I just fell into it’.

 

No one went into IT for dating.  Only 1 likes to work with people. 





Comments:

‘I prefer working with computers to 
working with people’

‘Not only do I work in IT, I even have 
to shovel IT sometimes.’

Presenter
Presentation Notes
These comments really say it all:





“Those proficient in computer programming 
skills may become famous, though this 
regard is normally limited to software 
engineering circles.  Many of the most 
notable programmers are often labeled 

hackers.   Programmers often have or project 
an image of individualist geekdom, resistance 

to "suits", controls and conformity.”
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In other words – IT does not always play well with others.

 

In my experience, a lot of programmers and IT personnel chose this career in order to avoid working with people.

 

So, if you are a ‘Hands-On’ type of project manager, then you could have some difficulty working with your IT people.  If you are a ‘Hands-Off’ type, then you may feel that your IT department is out of control because they seem to do what they want.

 

You need to balance and learn when to be ‘hands on’ and when to be ‘hands-off’.





‘Hands On’
 

vs
 

‘Hands Off’

Find balance between 
styles.  There are times to 

be ‘Hands On’
 

and times to 
be ‘Hands Off’.
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So, if you are a ‘Hands-On’ type of project manager, then you could have some difficulty working with your IT people.  If you are a ‘Hands-Off’ type, then you may feel that your IT department is out of control because they seem to do what they want.

 

Again, your corporate culture can help find this balance.



Presenter
Presentation Notes
So how do you motivate this diverse group of people?  Learning what motivates IT people can help you to strike the balance you need.  Do they want money, fame, food, threats?



Presenter
Presentation Notes
So how do you motivate this diverse group of people?  Learning what motivates IT people can help you to strike the balance you need.  Do they want money, fame, food, threats?



A – Money (bonus or raise)
B – Public Recognition (Praise w/o money)(in front 
of Team, Department, Company)
C – Private Recognition (Praise w/o money)(one-
on-one)
D – Public Recognition (w/money)(in front of 
Team, Department, Company)
E – Private Recognition (w/money)(one-on-one)
F – Simple Thank you (verbal)
G – Nothing, should be expected as part of the 
job
H – Threats
I – Other

Results
IT   Non-IT

4
5

5

1

2
3
7

9
8

3
5

4

2

1
6
7

8
9 Food –

 

Candy, Pizza, M&Ms, etc…
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Recognition with a little money seems to motivate IT.  Threats really don’t have an effect.  Of course, some could view that working in IT is torture enough.

 

There were more than a few answers if I- Other – which involved food (candy, pizza, M&M’s, etc…)  Many believe that if you feed them, they will program.  One manager suggested learning what treats each person on their IT team likes.  Knowing hobbies can also help to find common ground.





Comment:

‘There is a theory that motivation is built in 
programming.  The only thing that managers 
can do is de-motivate.’

Work within your company ‘culture’.

Peak, Summit & Pinnacle

Presenter
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I received a great comment on one survey:

 

There is a theory that motivation is built in programming.  The only thing that managers can do is de-motivate.  

 

I believe that the keys to motivation are to understand who you are working with and why they got into IT.  Everyone is different, and learning who you are working with is the key to motivation.



And, again, work within you company ‘culture’.  For example, at NuSkin we have a recognition program called the ‘Pinnacle Program’.  IT is a program with three levels of recognition.  Peak, Summit and Pinnacle.  



A Peak is $50 and a scratch ticket.  A Summit is $150-$250 and a scratch ticket.  An Executive Pinnacle is $500-$1000 and a scratch ticket.



The scratch tickets are good for 3 ‘bonus bucks’, good at the employee store or cafeteria, to movie tickets, dinners, gift certificates to Costco, Best Buy, etc.



Anyone can nominate anyone else in the company, and based on the project/job performance, the award can be given.  The Pinnacle is reviewed and approved by a VP. 



The most satisfying awards are those that come from people outside your own department or team.





Any suggestions?

What about 
Status Meetings?
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Keeping IT on track.  Any suggestions for this?

 

All good suggestions.  From experience, being able to meet and asses the status of a project helps.  



What about status meetings?  Using meetings can help to stay on track.  But what did the survey say?





A – daily
B – twice a week
C – weekly
D – only as often as changes in status 
require
E – only at start and/or end of project
F – only at start and/or end of project 
phase
G – Meetings, can’t you just call me?
H – I’ll just let you know when I’m done.
I – Other 

Results
IT   Non-IT

-
3
1
2

-
-

3
-
3

-
3
1
2

-
-

4
-
5
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For the most part, IT and Non-IT agreed on frequency of status update meetings.



Comments:

It depends on the size/scope/priority of the project.

Meet less often at beginning of the project and more 
often near the end of the project.

Remember how much IT likes 
working with people!

Also, work within your project demands!

Presenter
Presentation Notes
I received some great comments on several surveys:

 

It depends on the size/scope/priority of the project.  Several others commented, to the effect: Meet less often in the beginning, and more near the end of the project in the critical end-phase.  Remember how much IT likes working with people…  Again, you need to adjust your meeting schedule to fit with your project demands as well as how your IT people respond to meetings.





Any suggestions?

What about 
delays?
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How do you keep IT on time?



Suggestions …



How do delays affect staying on time?

 

Again, the survey shows some different views:



A – Sponsor changes (Scope Creep)
B – Project Manager changes (Scope 
creep)
C – Insufficient requirements
D – Programmer changes (Scope 
Creep)
E – QA Failure (Rework/retest)
F – Insufficient Resources
G – Original schedule incorrect
H – Other 

Results
IT   Non-IT

3
4

1
 5

7
2
6
8

2
5

1
 6

7
4
3
8
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Those surveyed all work at the same company, and so you have to expect some bias to the answers.  



‘Other’
 

comments:

Vacations, excuses (not my job, too hard, not 
enough time, not enough people to do 
project, etc…

‘Insufficient requirements lead to insufficient 
schedule which leads to scope creep.’
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Some of the ‘other’ comments were: Vacations, excuses (too hard, not my job, etc..), 



Another great comment: ‘Insuffecient requirements lead to insufficient schedule and also leads to scope creep.’  

�A lot of the time, IT needs to go back and ‘rework’ some projects, due to incomplete requirements (and the cycle continues...)  Also, sometimes IT is tasked with doing ‘exactly what is asked for’ and not allowed to ‘think ahead’.  If IT is allowed to see a little father into the future, sometimes plans and adjustments can be made so that the next phase won’t require a rewrite to get things there. 





Any suggestions?

What about 
planning ahead?
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Keeping IT in scope.  



Suggestions…



I just explained why it is sometimes good to allow IT to extend the scope of a project.  If you are building onto a system, allowing IT to know what’s coming down the road, may help keep the entire project in scope, even if phases seem to have a lot of scope creep.



What about planning ahead?

 

One great attribute in most programmers is the desire to go the extra mile.  We are prone to contribute to scope creep.  It’s nothing for a programmer to say ‘You know, I could add a couple features to that in just an hour or so …’, or something like that.  Bringing your IT personnel into the project as early as you can, so they can get a feel for the overall scope of the project and allow them to make their suggestions, does help.  Sometimes being able to see the early ideas of the project will curtail some of the scope creep attributed by IT.  Sometimes you will see the need for some of these suggestions, and make them part of the project.



Once again, company policies and ‘culture’ should be your guidelines.

 

Sometimes, a muzzle and a cattle prod are all you can hope for to control scope creep.





Any suggestions?

What about 
communication?

Presenter
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How do you keep IT informed?



Suggestions…  

 

We mentioned that information is King:

 

And so communication must be the road to knighthood.



Our last survey question:



 





A – meetings with full project 
staff
B – phone calls
C – e-mail
D – I.M./texting
E – personal one-on-one
F – Carrier-pigeon
G – Other 

Results
IT   Non-IT

1

3
2

 7
3
5
5

2

4
1

 6
5
6
3
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The exact method you use should work for you as well as your IT people.  A combination of all of these should allow you to keep IT informed AND be able to feel that you have the information you need to navigate your project through IT.



Other – a combination of methods, including blogs were suggested.  One comment mentioned meeting less frequently at the beginning of the project and more often as the critical phases draw near.







Get to know your IT people

Manage with an IT perspective in mind

Manage within company culture

Find a balance between ‘Hands On’ & ‘Hands Off’
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So what does all this mean?  



Get to know your IT people, treat choices, hobbies, etc…



Manage with an IT perspective in mind – remember why they choose IT as a career, how much they like to work with people…



Manage within your company ‘culture’ – use your company resources to help, create cohesive culture…



Find a balance between ‘Hands On’ & ‘Hands Off’ – different approaches for different projects and people…



These ideas should give you the information you need to successfully lead a project through the IT jungle.
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Any additional questions or comments?
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