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“If you always do what you always did, you will always get what you always got” – A. Einstein
Introduction / Intended Result

The purpose of the Acceleration Workbook tool is to accelerate the project outcome by engaging and tracking team members’ contributions. It also helps set benchmarks that may result in quick failures, producing more successful outcomes for each step toward completion.

The theme: To succeed rapidly, you must fail frequently and successfully.  

Projects that move fast, have enormous impact, and require complex task management must be led by a team leader. It is best if that leader controls and completes the log. The leader may also, in harmony, maintain a more complex tracking tool such as Microsoft Project. However, for all but the complex projects, doing so can actually slow progress.
 

I. Creating an Acceleration Workbook in Excel

A. To create a new workbook, perform a “save as” of the workbook template provided.

1. If you have more than one project involving common team members, it is advisable to use an Excel workbook containing individual pages or sheets for each project. This allows team members to share a single document and avoid the confusion of multiple workbooks.  

2. Workbooks should be saved in a public location or company-wide server so team members can contribute to a shared document.

B. For each project, label one sheet tab with the project name.

1. The project sheet should be named at the top of the sheet, in the title cell above column 4.

C. The project sheet should be set up with the following column headings:
(SEE TEMPLATE)

1. Action Item #

2. Origin (date)

3. Action Required or Comment
4. Assigned By
5. Assigned To

6. Date Assigned

7. Estimated Completion Date

8. Revised Estimated Completion Date

9. Actual Completion Date

10. Action Status

11. Action Taken or Comment Noted

D. This formatting should be copied into each additional project sheet within the workbook. 

1. To create additional project sheets, right-click on the bottom tab of the sheet and select “Move or Copy.” Then select “Create a copy.” 
II. Assigning Action Items

A. The person who assigns an action item (the assignor) should complete a new row on the project sheet with the following details:

1. Action Item #

a. Use the next sequential number following the most recent item number.

2. Origin

a. The date when an action item is placed on the project sheet. (Not necessarily the date the action item is assigned, if it is to be assigned at a later date.)

3. Action Required or Comment to Note

a. This is a short description of the action item itself. What is the task to be accomplished?

4. Assigned By

a. The initials of the assignor.

5. Assigned To

a. The initials of the team member assigned this action item.
6. Date Assigned

a. The start date of the assignment.
7. Estimated Completion Date

a. The date the assignor expects the action item to be completed by.

8. Revised Estimated Completion Date

a. This column is left blank at the time of the assignment. If the item will not be completed by the original estimated completion date, team members will confer and enter a revised completion date.  

9. Actual Completion Date

a. This column is left blank until the action item has been completed.

10. Action Status

a. If an action item is not yet complete, the status is “Open.”

b. When the action item has been completed, the status is “Closed.”

11. Action Taken or Comment Noted

a. This is a description of the action item’s status. The responsible team member should frequently update this field with a description of what has been done and what remains to be done regarding the action item.  

III.  Using Pull-Down Menus

A. Once information is entered into a cell, it can be repeated in a lower row of the same column by using the arrow button at the top of each column for that heading.  
1. For example, if the assignor for a subsequent action item is the same as for a previous item on the same worksheet, the assignor can use the pull-down menu to select his initials for that cell.
2. Likewise with the title of the action item and dates for Origin, Estimated and Actual Completion.

B. Setting up pull-down menus:
1. When adding new project sheets within a workbook, the pull-down menus do not automatically appear when the standard Acceleration sheet formatting is copied from the original to the new sheet. 
2. Set up the pull-down menus on each new sheet as follows, for ease in repeating information:

a. Highlight the row in which the pull-down menus should appear (typically the headings for the columns).
b. From the top menu, select Data, then select Filter.
c. The arrows for pull-down menus should appear in the bottom right corner for each column in that row.

C. Using pull-down menus for the Status column:
1. Another benefit of the pull-down menu macro is the feature that allows users to hide a row without deleting it. The checked boxes within the pull-down menu will correspond with the words used in that column. The user can select or unselect a word to toggle the visibility of the row that contains that word in the column. 
2. This is quite useful for the Status column, so that when an action item is marked “Closed,” and the checkmark box is unselected for the word “Closed,” the row is hidden from view, allowing more streamlined reporting on the open items. It is easily re-selected if the team wants to review closed items in the future.   

IV. Achieving Results Using an Acceleration Tool
A. Team member accountability.
1. Meetings
a. Frequent meetings should be held between team members and assignors on each project. Members will be responsible for reporting on the status of their action items.
b. New action items may be discussed and assigned to team members during meetings.
c. Meetings should be held as frequently as needed to meet appropriate deadlines for each project.
d. The project sheets being discussed at a meeting should be available to each team member, either electronically or as printouts. 

2. Reporting.
a. The expectation of reporting to others at a meeting shall cause team members to work more deliberately and diligently on completing action items. They must either complete their action items by the estimated completion date or report on why the date should be revised.

B.  “Fail quickly.”
1.  By using completion dates that can be accomplished on time only with diligent effort, the failure to accomplish a task becomes quickly known and leads to a stronger effort by team members to complete the action item even when the delay is caused by circumstances outside team members’ control.

C. Celebrate closed action items.
1. When an action item is completed and deemed “Closed,” a team may choose to leave it open and visible on the project sheet for reporting at the next scheduled team meeting. This allows the responsible team member to report the accomplishment to the team and be celebrated. 
2. Afterward, when the item is marked “Closed,” it will be hidden from view on the project sheet as with all other closed items.

“They always say time changes things, but you actually have to change them yourself.” 

– A. Warhol
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