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Whatôs in 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 comes from more than ten years in providing ñwork managementò solutions in the 
whole world (you may check out the customer list on Teamwork site).  

Hence in the next section, you wonôt find instructions on how to use Teamwork, but youôll find how 
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 can skip this ñstoriesò section and go to chapter 1 Begin 
of user guide: how to start . 

http://www.twproject.com/customerList.page
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I. Stories of work management 

i. Introduction 

In Open Lab weôve been developing Teamwork and consulting on project and work management 
software since 2003, and in previous companies, since the early 90ôs.  

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 ñmap and structureò work 
management with projects and issues, so that project trees, sets of issues, workflows and so on 
could be used in a coherent matter. 

And weôve learned a lot about which mappings work, and which not. 

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 ï 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. 

In this section of the guide you find some of our experiences of ñmap and structureò, some gained 
by ñboot campsò in companies, some by giving web support. You also find the definitions of some 
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 © 2001-2012 Open Lab Page 12 of 226 

 

 

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 ï that is because of the flexibility of the tool. 
Teamwork is used in more than 50 countries. A partial list of the customers is on the web site: 

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

 

 

Figure 1 Almost 400 companies are using Teamwork in 2010 

These are happy customers: Teamwork is in fact most sold because of our customers talk about it 
ï we donôt do any traditional marketing activity. 

The companies using Teamwork are quite diverse; but the people that use it share some features: 
its people that donôt work alone, and that know that sharing work and information is not trivial ï not 
trivial to understand what is happening, and how to improve it. Itôs you, dear reader. You should be 
called ñproject managerò, but maybe you donôt like the sound of it. It is not important: as Scott 
Berkun (http://www.scottberkun.com) points out, you could be simply named ñperson thinking 
about the project at largeò ï and trying to make it overall successful.  

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 ï 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 ï no need of formal appointment). In our experience, lack of any authority and 
organizational means leads very quickly to chaos. 

http://www.twproject.com/customerList.page
http://www.scottberkun.com/
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iii. How do I begin project management? 

In ñMaking things happenò, the author (Scott Berkun) states that he assumes that the 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 notice that when you are listing ñthing that we are doingò, you may also include ñthings we 
should be doingò. Notice which of these are stated in the form of concrete actions, like ñcall Xò, or 
ñwrite Yò, and which are still to be transformed in actions. You should try to transform everything 
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 

 

 

On the Agile/Scrum theme: 

Agile Project Management with Scrum  

By Ken Schwaber  

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

http://oreilly.com/catalog/9780596517717
http://www.amazon.com/Getting-Things-Done-Stress-Free-Productivity/dp/0142000280/ref=sr_1_1?ie=UTF8&s=books&qid=1273848829&sr=8-1
http://www.amazon.com/Getting-Things-Done-Stress-Free-Productivity/dp/0142000280/ref=sr_1_1?ie=UTF8&s=books&qid=1273848829&sr=8-1
http://www.amazon.com/Getting-Things-Done-Stress-Free-Productivity/dp/0142000280/ref=sr_1_1?ie=UTF8&s=books&qid=1273848829&sr=8-1
http://www.amazon.com/Agile-Project-Management-Microsoft-Professional/dp/073561993X
http://www.amazon.com/Agile-Project-Management-Microsoft-Professional/dp/073561993X
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iv. Teamworkôs philosophy: a short story 

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

The first brother was called Micro Manager, and he picked the most 
complex and integrated management tools, which were entrenched in 
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 didnôt want any kind of management apart 
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 ñsoftware aided project 
managementò, which should by now 
more aptly named ñweb based work 
managementò today can be divided 
by two basically different 
approaches to management: list 
based, and tree based. There are 
also other approaches, like ñletôs 
just use a blog/a wikiò, or ñe-mail is 
the way to goò, but I believe these 
to be simply a bit too naive. 

 ñmanaging with listsò is the current 
fashion for web 2.0 applications.  
ñproject management 2.0ǌ is 
supposedly changing the old 
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. 

You may ask: why canôt I have both? In 
fact, both applications do some of both 
approaches, but it is a general 
philosophical choice that has been 
done: web 2.0 has a minimal modeling 
structure, Teamwork tries to keep it 
maximal, giving all options to the users. 
If you are familiar with Teamwork, 
ñtreesò (projects) do indeed ñmanageò 
lists (issues and to-doôs), but you canôt 
do without the central notion of 
assignment, linking ñbranchesò to 
ñleafsò (people). 

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: not a purely ñweb 
2.0ǌ service in this. So, between lists and trees, the choice is yoursé 
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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 ï which was too simplistic. Then a most expensive solution ï 
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 ï 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 

2. Have direct access to the database 

3. LDAP (in their case, Open LDAP) integration 

4. Supporting HTTPS 

5. Integrating with their Linux file server 

6. Be reasonably priced 

7. Have something web based, capable of modeling their non trivial work flow ï 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 
Teamwork out of the box. Point 7 was met this way: we created together a ñcustom wizard": task 
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 ñunobtrusivelyò map to the new organizational practices, and Teamwork in this can be 
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 Linchpin1 : 

ñ óTeamworkô is the word bosses and coaches and teachers when they actually mean, óDo what I 
sayô ò 

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 168-169: ñif their 
airline started using hidden cameras to push them to do more, theyôd actually do lessñ. 

A typical reaction to the announcement of the adoption of Teamwork is that there is some user that 
will feel it as a tool for ñcontrollingò users. But the real world experience is much different: weôve 
never found anyone regularly recording worklog who felt is a way of being controlled. It is feels as 
something that somehow certifies, stabilizes what Iôve done. People are giving to the company, 
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 ï 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 ñmost usedò objects, which will help to: 

- guess what you are looking for 

- find what you are searching for 

Letôs see an 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 
quite a while in the bottom of your to-do list. Now, you get back to work on Monday, and 
what you have in your ñrecent objectsò list? Well, X, Y,Z. Useless. But you have full-text 
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. 

                                                
1
 http://www.amazon.com/Linchpin-Are-Indispensable-Seth-Godin/dp/1591843162 

 
 

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. 

 

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. 

This has been implemented in Teamwork by having on all 
default home pages a ñyou mostly visitedò web part that is 
surprisingly smart in providing links to what you are most 
working on. 

This example should reassure you that in Teamwork we are 
taking quite seriously the problem of usability ï and hence of 
lowering user adoption resistance. 

 

 

Other features developed along this line are some game-mechanics features, like the 
score and the balloon prizes ï 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 
ï evil compound probability is at work here. But that is not all: there is a snowball effect due to 
interdependent contributions, so an apparently local ñslipò can cause a wider slip elsewhere, and 
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 ñglobalò estimations on project: the tool encourages you to 
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 ñevilò in Gantts. Actually, it is a brilliant way of displaying data; only one should 
realize that it is not a universal solution. It canôt be the focus of your planning. 

So Teamwork both lets you have project trees which are not Gantts ï 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 ñjasongormanò 

 

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 little about Teamworkôs approach, and take even a cursory look at the agile 
principles, youôll 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 . 

Kanban: On Wikipedia:  

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

Compared with Scrum:  

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

ñKanban uses a visual control mechanism to track work as it flows 
through the various stages of the value stream. Typically, a 
whiteboard with sticky notes, or an electronic card wall system, is 
usedò 

 

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. Weôll get back to this in the final considerations. 

Weôre assuming here familiarity with concepts from agile methodologies and Scrum. Also the 
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 ï 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 ñagileò management and ñgetting things doneò revolve around this 
process. 

http://en.wikipedia.org/wiki/Scrum_(development)
http://agilemanifesto.org/
http://www.scrumalliance.org/resource_download/548
http://en.wikipedia.org/wiki/Kanban
http://www.infoq.com/minibooks/kanban-scrum-minibook
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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 like 800 ñcardsò. How the heck am I gonna stick those on a board??? It 
canôt work. You need something more flexible and powerful than a concrete or digital board. Only 
in some cases a board can be used ï and now Teamwork has the Kanban board to do just that ï 
see 4.5 Organize ï Kanban. 

Stand-up meetings: why is backlogging the subject of management-by-software and meetings 
arenôt? This is a typical and mistaken hackerôs perspective, because some people focus their 
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 backlog? Wouldnôt it be more practical if say one could record activity in the 
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 example: letôs see a sample project and assignment structure: suppose you have a customer, a 
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 ñreaderò, and lead developer as project manager; you have a child BACKLOG, where 
the customer is assigned as ñworkerò, so she can contribute inserting backlog; the backlog is 
inserted as issues on this BACKLOG task. 

You then create a new ROOTô child task called FIRST SPRINT, move the subset of issues which 
constitute its effort to it, and assign D1, D2 and D3 as ñworkersò, so they can edit and close the 
issues, but nobody externally will change the set of issues. Thatôs it. 

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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Figure 4 Kanban-like issue management 

A most important consideration is that particular methodologies, say Scrum, help solving some 
class of problems, but will never cover the totality of the working activity of a company, not even 
the totality of projects of a company. Actually, the original Scrum texts are written in full 
consciousness of this limitation. 

So it would be extremely non-agile to have specific software to follow the ñagileò projects, and 
another one for the ñothersò. And even the ñagileò projects will have so many variations, that they 
will fit in the agile metaphors at different levels, and hardly fit in a single ñScrum software modelò. 

So in the end we realized that the mapping between the methodology and the software (or paper) 
requires great flexibility; agility is in the methodology, not in the software. If you want to use a 
software, it should be flexible enough to let you map projects, tasks, issues to people and 
customers, in infinitely many different ways, but so that all data from the different projects and 
methodologies ends up in the same place. 

So no, Teamwork is not yet another Scrum tool, it is a management tool that can help also those 
that decided to use Scrum for some projects, if they donôt prefer to use paper cards J 
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x. Public pages 

We often got requests from customers and evaluators to give access to some Teamwork data to 
someone who does not log in Teamwork; data like status, progress and open issues on a project . 
You have two ñclassicalò options: 

1. set the customer as an assignee and give them access to Teamwork with limited rights (which 
from a Project Management perspective is formally the right choice), or 

2. you exported the project data in say a PDF and sent it to the customer 

Both choices have their disadvantages: the first one, that you are giving access to a system of 
which the customer does not know anything about, and the second one is that you have to do the 
procedure by hand. 

Since Teamwork 4.4. we added a third option: 

 

3. public project pages: for any project / task, a public page can be enabled which will be exposed 
at Teamworkôs address, will not require login, and will present selected information. It is a way to 
automate distribution of information always updated from Teamwork to people that do not access 
it. 

The pages are available as a URL of the form 

[http://your teamwork address]/project/[task id] 

Again this eases ñtalkò between users and third-parties ï integrating Teamwork with your extended 
environment. 
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xi. Simplistic cost/benefit evaluations of organizational tools adoption 

What are the benefits of adopting Teamwork? Can they be quantified? One may rephrase the 
question as ñwhat is the exact economical gain given by adopting Teamworkò? 

Very superficially, this looks like a clear question, which requires an exact answer. Letôs take a 
closer look. 

What does it mean ñadopting Teamworkò? If one 
takes even a cursory look at Teamwork user 
guide, one should quickly realize that for a tool 
that can integrate at so many different levels with 
IT infrastructure, this may mean all sorts of 
different things: one may be handling just high 
level projects, sharing them on the web, or one 
may have integrated it from intranet 
authentication and certification forms, following 
every little action in the company. 

One may be using the exchange function with 
Subversion, Google calendars, Twitter and 
iPhone agendas, so even the boundaries 
between what is done in the company by 

Teamwork and what is done by other applications is blurred. So ñadopting Teamworkò has different 
meanings for each adoption process. 

But there is an even bigger conceptual mistake that is lingering here, given by the first part of the 
question, ñexact economical gainò: i.e. that taking steps in improving quality of work, by 
implementing software aided organizational procedures, is a purely economical gain that can be 
accounted for say is a year after the reorganization. Anybody that has experience in reorganization 
and working on quality of work and communication knows that consequences cannot be evaluated 
so simplistically, though they can be great, and span an entire work life. 

This said, the benefit that one will have basically depends on the plan and determination of the 
leader that is introducing innovation, by her/his culture, open mindedness and experience in the 
field and in human relationship, and the respect that she gets from the team; and we believe that in 
some cases (not all), Teamwork can be of help for such individuals, more structured help than just 
a to-do list shared online. But donôt ask us to fool you with numbers thrown at random; you should 
probably be very suspicious of vendors that promise X% ñgains in efficiencyò by doing this or that. 
Our customer list is partly public, the best way is to ask them, and our guess is that everybody will 
give a different answer.  
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xii. How Teamwork is made with Teamwork 

We are running our business with 
Teamwork ï like many other 
companies. What this ambitious 
statement says, is that every working 
activity in Open Lab is a project / issue 
in Teamwork. 

 

 

The guys developing Teamwork are indeed using Teamwork for managing work. How we do that? 
Well, even in our small group, people have different functions and habits. We have two areas, 
production and accounting; inside production, there are people with different roles, and 
consequently see and use different data, to which the interface adapts seamlessly. We extensively 
use the dashboard customization functionalities so that everybody sees what they want. 

Teamwork 4 has won the long-standing war with paper in Open Lab. We have to confess that for 
some short-lived issues, some of us (including me) were still using post-its and notes on paper as 
an integration of issues. But Teamwork 4 won: the Ajax issue multi-editor is just too practical. 
There is no more paper on our desks; add Balsamiq mockups for replacing paper interface drafts, 
and the coverage is complete. 

We cross post issues and bugs, which we get notified thanks to the subscription engine. 

Teamwork worklogs are inserted with help from Twitter and Subversion logs, which Teamwork 4 
does natively. 

 

A section which is widely used is the agenda 
integrated with meetings, which as it 
synchronizes with our e-mail clients, is quite 
practical. 

 

We use boards too, for example to collect notes for our technical meetings. Careful collection of 
worklogs allows to monitor costs, and also comparison between releases, cost per team etc. . 

For authentication, our Teamwork is integrated with our Active Directory. As we are  ñadvanced 
usersò :-) , we have added to the scheduled jobs a ñSiteAliveTesterò custom job which tests that 
our servers are up and sends e-mail alerts. 

We have added some parts to the defaults, such as RSS 
reader, user voice reader. 

Of course we also use news, for example to publish 
scores of our table-tennis tournament! 
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xiii. Teamwork and multilinguism 

 Letôs see a bit in detail how we dealt in general with 
internationalization issues in Teamwork; actually this set of 
problems will have to be met by any sufficiently powerful web 
application. 

 

 

 

 

There are several senses in which an application might be said to ñsupport multi-languagesò, or be 
ñinternationalizedò: 

Interface. Labels and messages of the web interface are available in several languages. 
Teamwork contains a label editor, where you can create a new language and also modify existing 
labels.  Teamwork is used in 43 countries, almost all using it in English; actually some project 
managers like to have it English as teams are made from people from different countries, so it 
encourages communication. 

But as usual :-) Teamwork does more: it lets you change labels on the fly in the web interface, 
saving them on the database so that you donôt lose customizations on application update. 

Data. Data inserted in the application can 
be inserted in any language. We have been 
careful about the encoding (always a 
problem in web applications), so that the 
full spectrum of UTF-8 supported 
languages is included, which means also 
Greek, Cyrillic, Arabic, Japaneseé . This 
also assumes that the database on which 
Teamwork is running supports Unicode or 
UTF-8 data. THen you have the further 

problem that labels and data you have on the interface may need to be channeled on a different 
mean, e.g. exported in an Excel file, or in a PDF, and there again you may be plagued by encoding 
problems. 

Search. (This is often forgotten) Full-text search requires multi-language stemming of contents: 
this is from our technical contribution, which is in the context of Hibernate (an object/relational tool) 
and Lucene (an indexing engine): 

You need to know the language in which a document is written, in order to correctly index it; 
once you know the language, you can instantiate say the Snowball analyzer with the 
correct language stemmer. To make a practical system, you will need to guess the 
documents language from its content. We have found a very simple and effective solution 
[...]. 

In order to make a content ñfindableò also when searching from a language (say, German) a 
document in another language (say, English), we actually double indexed the content field, 
once with the nowball analyzer and once with the simple StopAnalyzer; so that if you are 
searching from German and you search ñTelefunkenò, which stemmed would be searched 
as ñTelefunkò, will find also ñTelefunkenò in English documents ? . 

 

See  

http://twproject.blogspot.com/2007/11/using-hibernate-search-with-complex.html 

 and  

http://twproject.blogspot.com/2007/11/using-hibernate-search-with-complex.html
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http://www.hibernate.org/432.html 

So Teamworkôs full text search is language-aware. Actually search in Teamwork is much smarter 
than that, but this is a topic for another post. 

Documentation. Documentation may be provided in several languages. In Teamworkôs case, as it 
is by now in 99% of the web applications, it is provided only in English. We also believe that it will 
be the ñpower userò of the application that will mostly need documentation, and we assume that 
she/he can read English. 

So how can we evaluate Teamwork w.r.t. all these aspects? 

Feature How it is dealt with in Teamwork 

Interface Available in English, German, French, Spanish, 
Italian, Portuguese, Chinese,  Russian, 
Slovenian 

Data Data in all languages is supported (UTF-8 
supported). 

Search Stemming is available for all Lucene analyzers: 
Teamwork provides out of the box English, 
Spanish, French, German, Portuguese, Italian, 
Swedish, Danish, Dutch, Norwegian, Russian, 
Finnish, but it is easy to include other Lucene 
extensions. 

 

Documentation This is provided only in English. 

 

http://www.hibernate.org/432.html
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xiv. Single and distributed help desks 

Often one of the teams adopting Teamwork works as a help desk. There are several functions that 
may help this kind of work, and since version 4.5 there is a home page template dedicated to help 
desks built in the default setup. 

One of Teamwork customers is a USA newspaper chain which has different offices and web sites. 
What they did to manage incoming help requests was to create a different project for each help 
office, and then used a form on each web site (every office corresponds to a distinct local edition 
and distinct web site) which has as target Teamworkôs e-mail address, with a set subject so that 
the e-mail gets transformed automatically in an issue on the task. Then the project manager gets 
notified of the new issues, and distributes them along workers. You can also set different 
automatically receiving e-mail on a per-project level. 

Often help tasks are separated in levels, some are handled at a ñfirst level2, and some others scale 
up to a second level: Teamwork keeps track of issue levels and of the passage from an assignee 
to another, and so models  

Last but not least, the home page dedicated to the help desk is particularly simple to use ï focused 
at inserting new issues: 
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xv. What Teamwork does not do and never will 

3. It is not an accounting tool 

4. It is not a mind-mapping or ñscenarioò tool 

5. It canôt manage a project of depth 300 or more 

6. It canôt manage a project with 5000 nodes 

7. It canôt compute critical paths in Pert charts 

8. It canôt synch perfectly with Microsoft Project* 

9. You canôt ñcustomizeò the basic logic of projects 

10. It is hostile to micro-management 

11. It doesnôt force users to do this or that 

This list is meant to save you time: if you donôt like Teamworkôs basic logic, better use another tool. 
Also if you have a specific application in mind which is not work management, better to search a 
specific tool rather than ñforcingò Teamwork in a non natural direction. 

 

* See section 3.10.1 MS Project for details. 

 

 

 

xvi. Thank you for reading these adoption stories 

Thank you for reading these adoption stories. We hope they will help you organizing work and 
creating your ñmapò from work practices to Teamwork functions ï and back. 

If you have one story to tell, write us at info@twproject.com. It may help others too.  

 

mailto:info@twproject.com
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1. Begin of user guide: how to start 

To start using Teamwork there is no better way than trying the software by installing it or by using 
the online demo. 

Downloads are here: 

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

The demos are here: 

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

If you did one of these already, so youôll already have some ñliveò feeling for the application, 
reading this guide is a good idea. 

 

1.1 Basics 

Teamwork is a really powerful environment with lots of features; hence one of our greatest 
challenges is to create a clear, easy to use and even pretty user interface. 

1.1.1 Login 

Teamwork welcomes you with the login page: 

 

The first time you log in use ñadministratorò with empty password; you should set a password as 
soon as possible. 

In case of the very first login, the page appears with an additional field, ñlanguage and date formatò: 

http://www.twproject.com/download.page
http://www.twproject.com/onlinedemo.page
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This sets some default localization factors like date format and currency; one can set more refined 
options once inside the application (in the admin / internationalization section, which will be 
presented in later chapters: 

 

), and also different users can choose different user interface languages in their options. The links 
on the left of the login page point to Teamwork support sites: 
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Below, if you have forgotten your password you can reset it, click on ñforgot my passwordò and you 
may reset it: 

 

a new password and a link for resetting it will be sent to your e-mail. 

After the first login from a browser that has cookies enabled (the default for all ñnon ancientò 

browsers), you will log in automatically. If you log off by hand, the cookie will be removed. 

 

1.1.2 Teamwork header 

Every page is headed byé Teamworkôs header (ok, there are some exceptions for print pages and 
some pop-ups, but it is almost always true): 

 

We use here some de-facto standards for web sites: 

1) Teamwork logo  always bring you to your home page 
 

2) The top menu  is always the 
same. It highlights the section in which you are  
 

3) Search  is always available. It searches text everywhere. Teamwork 
supports also refined searches for each entity, as tasks, resources or issues.  Specific 
searches will be explained in the following. There are some hidden ñtricksò on this field, 
some secret shortcutsé (solution in following chapters). 
 

4) Your buddy:  clicking this opens a menu of shortcuts leading to your 
personal data editor and options: there you can also change the buddy icon. 
Incrementing Teamwork usage you may gain points and a set of balloon 

prizes:  
 

5) Back button  brings you to the last visited page. It is different from the 
browserô back button, which is generally ñdangerousò in web applications. Teamwork is 

usually robust to the browserô back button, but the use of  is preferable. 
 

6) Last visited pages , allows to jump-back to last 10 visited pages, and also to pick saved 
links 
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7) Your badge:  is always visible. It shows your ñTeamworkô loyaltyò (amount of usage in 
the last 30 days): higher score, better user J! Really high scores will get you a prize. 
 

 

Then there is the bar below the menu which is context sensitive; here are some examples: 

in the home page: 

 

when editing  a task: 

 

when in timesheets:  
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1.2 Home page 

Once logged in, Teamwork shows the current user home page. Teamwork has several built-in 
home pages, customizable for different user needs. 

Setup creates some hopefully useful sample ñdashboardsò that reflect common use cases, weôll 
see them in detail in the following; but after the very first login, a special ñfirst startò page is set as 
home, to guide the user in the first ñexperimentsò. 

1.3 First steps 

The first page the first user will see will be an ñactivity pickerò, which just sets some support data 
for the following; all such data can be further customized afterwards, according to your needs: 

 

After that, the first steps page will appear: 

 

By following such steps, one can easily perform some basic, sample actions: try them; you can 
always delete the sample data created. 

 Be careful in inserting sample data not to insert new areas and roles, as this kind of data is highly interconnected 
and very hard to remove afterwards. 
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1.3.1 What Teamwork can do: introduction 

This is a special home page designed to answer first user questions and give quick access to first 
operations. This is what the first user will see: 

 

This page is almost only a collection of links and is not intended to be an operative one: it will help 
during the testing phase. We intentionally put a lot of links here, to express the breadth of 
Teamwork. 

All main Teamwork features are covered, or better hinted, starting from tasks, resources, work 
logging, issues, to-doôs, agenda.  

What about the highlighted big number below? Well, the higher this is, more Teamworkô features 
you are using! You can increase this number by extending you configuration, detailed in the 
following. 
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1.3.2 Most used page: Get Things Done 

In order to have an idea about how Teamwork can help organizing workôs activity, letôs see an 
operative page. The ñGet things doneò page is designed for people that use Teamwork as support 
for their activities. 

 

You see at first glance your agenda, your tasks, what you are working on (ñmy assignmentsò), your 
work log (ñtimesheet dayò), your to-dos, your issues, your most used entities, companyô news. 

 

  
A trick: If you find that your home page is a bit 
too slow, you have a lot of data in Teamwork, 
and you donôt care seeing open issues and 
worklog done on the home page, open the 

parameters part  of ñmy assignmentsò and 
select ñspeed-upéò. 

 

 

On the bottom part there is a time-bar where your will see the current time (blue vertical line), 
appointments (green blocks) and milestones (diamonds, if any). 

Most of the ñboxesò have additional features accessible by clicking on the filter  buttons. 

For details about each ñboxò (aka portlet) see ñ10.4 Portletsò. 
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1.3.3 For the project manager ï Project manager page 

This page has been designed to fit project managersô (PM) needs. 

 

 

You can choose your preferred page and set it as default with the  button. 

You can eventually add or remove portlets, but for a beginner itôs wiser to wait a bit, and get to 
know Teamwork; if you remove a crucial portlet just for testing, you may lose sight of relevant data.  
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1.3.4 For the supervisor and the stakeholders ï Supervisor page 

 

This page contains in particular the ñproject summaryò portlet, which is a quite powerful summary 
of opens that are almost done or so should be.  

If you click on the filter, youôll get the filtering options: 

 

But donôt be mislead: these ready portlets do just a fraction of the custom data filtering that you will 
be able to do when youôll have learned about task filters (see section 2.5 Search / reporting). 

1.3.5 For the help desk: Help Desk page 

 

This is a page with simplified functionality: it basically lets you simply create new issues, which 
then the project managers may distribute to operators if needed, raise to a second level help etc. . 
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2. Users as resources  

2.1 Introduction 

Teamwork helps organize work of groups of people: we usually refer to people as ñprecious 
resourcesòé ï well, ñresourcesò. 

Using Teamwork you can add and then manage every resource involved in your projects.  You can 
decide to use resource management lightly or in depth by specifying less or more data. If you 
decide to use it in depth, Teamwork will also keep your contact list, or better your organizational 
chart or ñorganigram(me)ò (we will see this in detail in the following). 

Basically a resource is defined by its name and thatôs it, but if you want the resource to be 
operating in Teamwork, you have at least to define a login name (and a password). 

Letôs see how to create a new resource by using the ñresource editorò. 

2.2 Editing 

In order to create a resource you must have permission to do so, so to keep it easy for the moment 
weôll assume that you are a super powered ñadministratorò (which is the default after setup). 

By clicking on the ñresourcesò button on the bar you will see your colleagues (if any) and the most 
important buttons for now, ñnew personò and ñnew companyò 

 

Why two buttons? Because Teamwork manages both users and companies, and because these 
two entities are similar but not identical, for instance a ñcompanyò cannot act in Teamwork, cannot 
login, and a user cannot contain a ñdepartmentò, but both can be ñassignedò (see the following). 

 Letôs start by creating a new user: press the ñnew personò button: 

 

The form allows specifying all main data for a person as name (or first name), surname (or last 
name), e-mail addresses etc. that are common in a basic directory management. If you think this is 



http://www.twproject.com  - Teamwork is © 2001-2012 Open Lab Page 40 of 226 

 

enough just press save and your first resource will be created. Only the surname field is 
mandatory. 

The code field is not mandatory and it is not unique. 

 Each mandatory field is prefixed by *. You cannot save a form without filling each mandatory field, in case you try to 

do so, the field will be enhanced as shown: and the action stopped. 

Letôs now examine a form with data inserted: 

 

Notice the three highlighted areas: 

1)  this means that ñErik Sunkò is part of the 
ñInternational Geographicò company. This is how Teamwork constitutes an organigram, as 
a tree.  
Later we will have a look from the ñInternational Geographicò point-of-view.  
 

2)  Teamwork can record more than one personal data. In this box 
you will see the list of locations. From the list you can remove an entry by clicking the  
button, or you can sort the entries by using  buttons. The order is relevant in the sense 
that the default resourceô e-mail is the first found fetching the personal data list. 
 

3)  by specifying the manager you 
will keep track of resourcesô hierarchy.  
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ñTotal working hours per dayò is an important value, as it will determine the load of the user 
w.r.t. to task and issues assigned. 

 

You can print or get a vCard file (vCard is a standard format for contact exchange) of your 
resource. 

Itôs probably easy to guess the meaning of the other fields. Notice only the ñareaò combo that 
allows setting your resourceô security environment. For the moment we are setting up a simple 
mono-area environment. To extend Teamworkô security model see chapter ñ12 Securityò.   

A last note before moving to the security/login view, about the tab set: when you are creating a 
resource, only some tabs are active: 

1) Creating   
 
 

2) Editing   

Notice the R#2# which is a resource unique code that allows to link to it from any text in Teamwork 
(more on this in 13.5 Internal links). 

The other tabs will be active once saved. In the following we will examine all tabs except 
ñdocumentsò and ñassignmentò that will be treated in their respective section (chapter 9 Document 
and section 3.3 Assignment). 

 

2.3 Teamworkô operator 

If you define a login name and a password, the generic resource becomes a Teamworkô user and 
then can login and operate in Teamwork. You may assign resources to projects and issues even if 
they donôt have a login. 

Letôs show the ñsecurity/loginò tab: 
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Login name must be unique. 

A user can be hidden (administrators only can see it) and/or disabled (cannot login anymore). 
When a user is disabled all data inserted or related to the user is preserved. You can re-enable 
disabled users when needed. 

In the highlighted box above you can choose one or more ñglobal rolesò. In the first usage ñeasy 
modeò you should check ñOperationalò on every user you create; this is a role created by default 
during installation, that provides the minimal set of permissions required to operate comfortably; or 
you could even more roughly set every user as ñadministratorò and bypass security in the 
beginning. 

You can define as many global roles as you need but if you want to use the Teamworkô security in 
deep, see chapter 12 Security.  

If you have a special security policy regarding password length or expiration times, see 16.6.1 
Teamwork security. If you want to use your LDAP/ Active directory to import/authenticate user see 
16.7 LDAP/Active Directory. 

 Passwords are not recoverable from the database, so there is no way to recover a forgotten password; eventually, 
just reset it. 

 

 Disabled users are not counted in the license total; so if you have 10 active users and 50 disabled ones (e.g.: 
temporary employees for specific projects than do not currently work with you), you only need a 10 user license. 

 

 When you are creating a new resource (actually this works for every important entity) the button bar reports the 

current status of the object: 
 

 
 

 

 

 When the object is already saved the status appears slightly different by reporting creation and last change dates: 
 

 
 

 

 

 How do I access my own profile????  
 
Just click on the buddy icon, a menu will appear:  
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Every operator can customize Teamworkô behavior and appearance. Letôs have a look at the 
ñoptionsò tab: 

 

Every user can customize her/his Teamwork experience by picking a ñbuddyò icon, interface 

language, her default home page, Teamworkô skin, default color of notes from myself, etc. 

Some of this data is relevant for Teamworkôs management and we will meet it again later, e.g. the 

one highlighted. 

 If you are surprised that there are both English and American as language options, this is because in addition to the 
interface language with this you set the default format for dates, which are different in these two countries. 

The meaning of next tab ñsubscriptionsò will be clearer later when we will talk about assignments, 

but for the moment, just remember that Teamwork has an event based subscription engine, so you 

can be subscribed to listen to a specific event. For example, if you are ñsubscribedò to a task via e-

mail, and the task gets closed, you get a notification e-mail. In this tab all your subscriptions are 

listed. 
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You can also remove subscriptions by clicking on the  button, and all of them with the ñremove all 

subscriptionsò button. 

2.4 Company/Department 

Company/Department are both resources and in Teamwork there is no substantial difference 
between them. 

You can create a company with many departments and each department can contain as many 
resources (yes, resources that can be persons or companies or departments); by structuring your 
company you get your organigram and some other nice features, like workgroups, that will be 
described in the following. 

Take a look at a company with data fulfilled: 

 

The form is similar to the ñpersonò one, what is quite visible is the list of connected resources, list 
that contains both persons and departments. 
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An easy way to move across the tree is to use the top navigation bar by ñstopping the mouse onò 
or clicking : 

   

You can also move trasversally in the tree by using : 

  

 The navigation bar is present whenever the entity is a tree (resources or tasks) 
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2.5 Search / reporting 

In order to retrieve resources just click on the ñresourcesò link in the top bar: 

 

By default you will see your colleagues, but there are already three useful preset filters ñTeamworkô 
usersò, ñcompaniesò and ñpeopleò. 

Not enough? Press ñcustom filterò to get more power:  

 

 

 

This filter lets you compose refined search conditions ï click search to get it going 
. 

Each field is used in logical AND with the others, so for instance if you set the ñcompanyò and 
check the radio ñpeopleò you will find only people (not departments) from that company, that in this 
case means exactly ñmy colleaguesò. In fact every preset filter simply fills the respective fields in 
the form so you can use them as a guide for composing your own. 

Results are usually paged, and you can flip pages by using the paging bar: 

 

Page size can be changed, just click in the field and type a number. 

Custom filters are powerful also because teamwork supports Query By Example (QBE) and allows 
you to store your filters in order to quick repeat complex searches. For more details about filtering 

and QBE see chapter ñ13.2 Custom filters and QBEò. 

This page, like most Teamwork's list pages, allows printing and exporting to 
Excel. The print button will print only the resources shown. 
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3. Projects and tasks  

3.1 Introduction 

Projects or tasks? There is no difference in Teamwork. Teamwork lets you break down every 
project/task in an arbitrary (but reasonably sized J) sub-tree of sub-tasks/projects. 

We could use the convention of defining ñprojectò to be a top-level task (the root) and simply ñtaskò 
the others, but in this chapter we will use ñtaskò for both, as it also depends on how you look at a 
tree, and tasks could become projects and vice-versa. 

What is the simplest task? In Teamwork a task is simply defined by its name. Of course if you want 
the task to be useful you have to specify a starting date, duration, and at least a resource that will 
work/manage/supervise it ï in project management terms, a resource assign to the task.  

So name, timing and assignments are the main properties of a Teamwork task. 

Try it out by creating your first project. 

 

3.2 Editing 

In order to create a task you must have permission to do so, to keep things easy we assume that 
you are an ñadministratorò user. Area managers can create projects too; by delegation, project 
managers need just to be assigned on a root task, in order to be able to create the entire project 
tree. More on this later. 

By clicking on the ñprojectsò on the menu bar you will see by default your open tasks (if any), and 
you will also have available the ñcreate projectò button: 

 

 

 

There are several ways to create new tasks, as these cover also business processes and Scrum 
(an Agile methodology). We will later examine these refined models, for the moment weôll focus on 
the simplest way (when you want to go more in depth see chapter 15 ñAdvanced business process 
and 11 Agile / SCRUMò ). 

The easiest way to create a task is to press ñcreate projectò button. Letôs press it, obtaining: 
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Taskô general data summarizes its main properties. In detail: 

1) Code/short name: this is usually the mnemonic name of the project/task. If your projects 
are related to external systems (such as an accounting systems) you can use that code. 
Code is not strictly required to be unique, but having a unique code may be useful for 
example for referring it by e-mail (see ñ5.4 Manage by e-mailò). 
When you are creating sub-tasks the code is proposed automatically by default as code.1, 
code.2 and so on, but if you change the proposed code with code.a or code.I Teamwork will 
try to guess the following codes with code.b code.c or code.II and code.III. 
 

 Progressive number guessing is used widely in Teamwork. 

 If you change a task code, and the task already has children, the children (and descendants) codes will not be 
updated, as this may not be what is expected, and Teamwork has no way to tell. 

 Teamwork can generate unique codes from task types: if you select a type, didnôt type a code, and enabled this 
options in configuration: 
 

 
 

 You can set codes to be unique, and it can be a quite comfortable choice. To set this, go to admin -> default for 

projects and enable ñuse unique codesò . 
 

2) Name: it is the common/descriptive name of the task. It is mandatory and it is not required 
unique. 

 Each mandatory field is prefixed by *. You cannot save a form without filling each mandatory field, in case you try to 

do it the field will be enhanced as follows:  and the action is stopped. 

3) Type: is a rough classification of the task, ñproductionò and ñtemplateò are commonly used 
types. You can add how many types you need by pressing the  button (if you have the 
permission). Are you wondering what ñtemplateò means? Teamwork supports copying a 
whole project tree with many options, so it is very easy to create a project skeleton as 
template. But actually any task can be used as ñtemplateò (why not?), and be used for 
ñgeneratingò other tasks (see ñ3.16 Copy/move projectsò).  

 Task types can also be a base for generating task codes: see above and 16.5.4 Project defaults 

4) Tags: Similarly to the resources case, ñtagsò is here used to classify your tasks and group 
them. Tags can be used to filter tasks when searching. 

5) Status: Taskô status management in Teamwork differs slightly from other project 
management software in the sense that Teamwork is moreé reality driven! To be more 
explicit, task status and task dates are not necessarily related. In Teamwork it is legal to 
have an ñopenò task after the task end date: we believe that this approach is more ñrealò 
and practical with respect to closing a task automatically on the end date: the latter may 
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have been fixed a lot of time before, and much may have changed in the meantime. Of 
course task status must obey some rules related to dependencies (see 3.8 Dependencies) 
business processes (see ñ3.13 Diaryò), or status flow, but generally with Teamwork you 
have more flexibility than with traditional project management software. 
If you are changing the task status, a popup will invite you to insert a reason for the change: 

  
 

It is not mandatory to fill it. Every change is recorded on the task logs and the event is sent 
to the notification engine (see 3.4 Subscription). 
 

6) Start/duration/end: as stated before, task timing is one of most relevant information about 
tasks. Start, end and duration are always consistent; this means that if you specify start and 
duration the end is computed, or if you specify start and end, duration is computed. Note 
that duration is computed in ñworking daysò, considering (or not) Saturdays, Sundays (or 
Fridays) and your companyôs calendar (in order to configure these parameters see section 
16.5.3 Holidays).  
 
If you are changing dates for an existing task, a popup will propose to insert a reason for 
the change: 

 
 

it is not mandatory to fill it. Every change will be recorded on the task logs and the event is 
sent to the notification engine (see ñ3.4 Subscriptionò). 
 

7) Milestone: in Teamwork a milestone always matches the start or the end of a task. This 
because usually a milestone is related to a delivery or a phase kick-off. Of course setting a 
milestone changes the behavior of the start/duration/end triplet; for instance if you set start 
and end as milestones, duration is disabled. 
 
Thatôs all with dates? Not exactly, there are other cases where dates must obey 
constraints. For instance when a project has children: in this case the parent task duration 
must be equal or greater than its children duration, and start must be the minimal date. 

 

Parent (12 days) 

 

OK 
Child (5 days) 

Child (6 days) 
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In this case if you try to shrink the duration of the parent, Teamwork automatically sets the 
minimum duration as compatible with that of the children. 
 

8) Another case is when there are dependencies between tasks: in this case a following task 
cannot start before the end of preceding one (see 3.8 Dependencies).  

 

 
in case of dependencies, when you change dates/duration you may cause the propagation 
of date changes from children to parent along the whole tree. 
If your tree in ñpinnedò by one or more milestones the propagation may fail: in this case you 
get an error message feedback: 
 

 
 

9) Progress: is the percentage of completeness. Teamwork usually does not perform any 
computation on this number; for instance if your parent task is composed by two children 
that are both 40% done, that does not mean that the parent itself should be 40%.  You are 
free to insert any (valid) percentage. 
We believe that the PM can assign a significant value to progress only by being ñfeelingò 
driven rather than that ñmathematicallyò driven. Of course you can use the statistics box to 
get aé better feeling J. 
 
There is one case only when Teamwork computes progress automatically; if you check ñby 
worklog2ò. In this case progress is computed as estimated effort (in working hours see 3.3 
Assignment) divided by effective work done. 

 If you set the option in configuration (admin -> default project role names):  
 

  
 
progress will be set to 100% when the task is closed, if progress by worklog is not active. 

                                                
2
 ñworklogò is a single record of work report. We will often use this term in the following. 

 

KO 

Task a 

Task b 

Task a 

Task b 

 

OK 

Parent (10 days) 

Child (5 days) 

Child (6 days) 

 

KO 
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10) Relevance: is how important you feel this project is for you/your company. No computation, 
no constraints. 
 

11) Description/deliverables: use them for describing projects and delivery. No constraint on 
content except size. 

 Types can be used as key property to activate custom forms or wizards. See ñ14 Plugins, custom fields/formsò to 
explore this powerful feature. 

 

Letôs take a look to a saved project form: 

 

First box contains data about worklog estimated and done. Worklogs are related to assignments 
(see ñ3.3 Assignmentò). From here you can also access to the task plan. 

The milestones box contains the milestones list, taken from the entire ñbranchò below the current 
task. Every milestone is always associated to a projectô start/end. 

The tree box will show the project bird-view. 

Statistics box summarizes every figure relevant for the task; data in this box will give you the ñfeelò 
of the real progress of the task. 

Additional data are shown in the last box. Teamwork supports custom forms; if some of these are 
filled you will see them here, as links (see 14 Plugins, custom fields/forms).    

The last information available in the task editor page is the ñtask summary barò: 

 

In this bar you will see the task dates scope, eventually the milestones (the diamonds), progress 
(the yellow part), and today (the blue bar). 

By comparing progress and today you can see immediately if you are in late or not, just by looking 
whether the blue line is on green or yellow: in our example we are a little in late, one week more or 
less, because the progress weôve done does not cover until the blue line, today. 

Notice in this top part of the task editor on the 
left that there a task internal ñcodeò, which every 
saved task has: T#SAMPLE#. This code allows 
you to link to this task editor from every other 
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editor in Teamwork. For example, if on any (other) task editor in the ñdescriptionò or ñdeliverablesò 
fields you write such code, this will turn into a link. In this way you can cross link any task to any 
other, and more ï see below. 

Cross linking supports links between: tasks (T#CODE#), issues (I#CODE #), 
resources (R#CODE #), agenda events (E#CODE #), agenda meetings 
(M#CODE #), (B#ID#) boards, where the value of ñCODEò is shown in the 
editors. 

Actually the text in the text area supports also HTTP links, images and smileys: you can get a 
description like this one: 

 

with several active links. 

 

In order to create child (or brother) tasks just press ñcreateéò button: 

 

But if you want to create a complex tree structure at once see ñ3.6 Task tree editorò. 
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Hints - task scheduling: start, duration, end 
Teamwork supports several strategies for setting dates and durations on tasks. It is a non trivial 

matter; here we explain how it is modeled in Teamwork. 

By duration of a task is meant duration in working days. Whether Saturdays and Sundays are 

working days is set in global settings (see 16.5.1 Internationalization). 

To set general holidays, go to 16.5.3 Holidays (you must be administrator). 

The duration of a task is considered the reference setting, and a task end is completely determined 

by start and duration. The duration of a task which has children cannot be shorter than the 

computed duration of all descendants. Hence the leaf tasks determine the least scheduling of the 

entire tree, which overall may be wider. In case of dependencies, the "leftmost" tasks determine 

the start dates of the tree, from that level upwards. Leaf and "leftmost" tasks of dependencies can 

be thought of as "leading" tasks with respect to setting scheduling, as it is intuitively. 

When start and/or end dates should prevail on duration, they should be set as milestones. Before 

any change of dates or duration is set on a task, a complete verification of the effects of such 

change is done, navigating the task tree and all dependencies; in case the modification is not 

possible, as it would alter a milestone or violate a security setting, an alert is shown (as we 

previously  seen). 

Scenario. What is currently known are just the durations of the tasks. 

Solution. Proceed by setting only durations: Teamwork will propose "today" as start date for the 

first task: its fine. Any time you can set the real time on the leading tasks, all other tasks scheduling 

will adapt automatically.  

Scenario. The task end date must not be changed. 

Solution. Set such date as milestone. No automated changes will reset such date.  

Question. Why the start or duration or end of a task is read only? 

Solution. Start is read only if the task has dependencies. Duration is read only if the task has 

children or both start and end are milestones. End is read only if the task has children or there are 

tasks which depend on the current one.  

Question. I want to set start and end by hand but darn duration keeps resetting end! 

Solution. Empty the duration field before setting end.  

Question. I move the start of a task which has descendants, but it has no effects. 

Solution. You should move the start of all the "leftmost" children of such task.  
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Some remarks on task status change 
Status change is a critical point of project evolution; hence they are carefully monitored and 
consequences exactly defined. Status change behavior is connected to the task tree and eventual 
dependencies. Status changes are distinct subscribable events on task. 

Possible task statuses are: 

   undefined -    active -    suspended -    done -    failed. 

 

In the picture, project statuses: in black "standard" transitions, in red "non-standard" ones. 

Standard transitions 

undefined -> active 

all children become active, if they have no dependencies. 

active -> suspended 

all active children and their active descendants become suspended. 

suspended -> active 

sets to active all children and their descendants that have no inhibiting dependencies. 

active -> done 

may activate dependent tasks, both suspended and undefined. If there is a child not done, the 
interface alerts before proceeding, and if ok will set to done all descendants. 

active -> failed 

mark all not done descendants as failed. 

Non-standard transitions 

active -> undefined 

all descendants become undefined. 

done -> active 

all those that have dependencies must be set to suspended. 
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failed -> active 

nothing happens: child statuses must be reset by hand. 

All other combinations are got by composition. 

 

Removing tasks 
What happens if I need to remove a project from Teamwork? 

Usually removing complex objects such tasks or resources can have several consequences; most 

Teamworkô objects are linked to each other (a resource is assigned on a task with a role, a task is 

part of a tree, there is worklog already inserted, there are other users listening for events and much 

moreé), so before deleting an object Teamwork will check the state and show you the real 

situation.  

Letôs try to delete a root task.  

 

In this case Teamwork will tell you that this task has 4 direct children, and you have to choose what 

to do with them. You can: 

1. unlink: this means that children will be ñpromotedò as root task 

2. move to parent: taskô children will become children of taskô parent (children will pulled up 

one level) 

3. delete branch: this means that deletion will propagate to the descendants 

You can select the radio to apply you action to ñevery itemò. 

The highlighted area reports the object linked that will be lost while removing the task. If you are 

not worried by the message J you can select one option and try to remove the task definitively by 

clicking on . 

There are some cases where deletion may fail, when the task has ñliveò references from external 

objects, references which cannot be removed by default; when this happens, the deletion preview 

pops-up again with the error message. 

 Every time you delete a main object (task, resource, issue, agenda event etc.), Teamwork will show the deletion 
preview.  
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3.3 Assignment 

Once a task is created we have to assign one or more person working on it.  

Assignments in Teamwork are very important: when you assign a resource you will also implicitly 
define security settings of the task. In fact every assignment is ñweightedò by a ñlocal roleò that 
gives permissions to the assignee (see 15 Security for a complete overview).  Permissions are, by 
default, propagated to descendants, so if you are PM on the root you have PM permissions 
everywhere, but if you are assigned on a child you can act on the child, not on the parent. This 
makes Teamwork security very fine-grained, without the stress of managing permissions 
separately. 

The easiest way to do this is to click the ñtask people..ò button: 

 

You can choose to add yourself on the task, add a ñproject managerò, or add someone else. By 
clicking on ñadd meò you get: 

 

This is the assignment editor page. Here you can choose a resource, and the role played in this 
task; both are mandatory. 

 Some basic roles are created during the setup, but you can define new ones from the administration page in the 
security area (see 12.3 Roles). 

The resource chosen is the assignee. 

 You can also create resources directly here: just type name and surname and save the assignment. 

  

  

 


















































































































































































































































































































































