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Executive Summary

People in companies, community organizations, and schootsuglgte to effectively
manage projects among team members. The ubiquity of project management makes it a natural
opportunity for commercial CSCW products. We evaluated one project management tool, 37
SignalsdBasecamp, to understand Basecampds success on its own merits and what Basecamp use
reveals about the challenges of developing software to support project management.

To understand usersdneeds and use of Basecamp, we read user blogs and conducted
interviews. This led to the development of group pers@igoupsonasd), goals, and usage
scenarios. For each groupsona, we identified awedt user group whose goals and
characteristics closely matched. Based on interviews with these organizations, we generated
three case studies and draw some generalusions about Basecamp. Users consistently
referred toBasecamp as an easy and low cost way to manage group projects of limited
complexity. These values correspond well todS&yhalsdgoal that Basecamp be a highly
accessible solution for basic productmragement. Users reportdigsatisfactiorwith Basecamp
however when their needsiatured particularly when their projects became more complicated
and required monitoring of partiabmpletion statuandinterdependencie®\dditionally, even
when Basecammatched their needs well, the software flocationo on the Internet kept it out of
usersdday-to-day work flows. Being out of sight meant it often went unused.

Many users described alternative applications they curreabigcribe t@r have used. A
compaative analysis of these applications found that BasecampG competitors suffer from many
of the similar problems. We examined Microsoft ProjéattiveCollab, and the University of
Michiganés CTools in detail and reviewed the features of two other products, Trac and
WorkZone. With the exception &S Project whose Standard versiasa clientside, single
user applicationthe products we evaluated overlapped significantly in terms of features they
offer. Each product implemenits features at a somewhdifferent level but all target a narrow
set of project circumstances and quickly become less useful outside of those conditions. Issues of
visibility, workflow integration and worbenefit balance also remain. One user, currently a
product manager at a Bibn Valley company, mentioned that she could not ask her employees
to use any of the applications because only she would receive a reasonable return on investment
for this additional workload.

Refocusing on Basecamp, we completed a heuristic evaludtitie software. Ten
heuristics were culled from lists developed by Olson and Nielsen as well as five heuristics from
Baker, Greenberg, and Gutwind 2002 work on heuristics for groupware. This confirmed that
Basecamp provides useful collaboration tools &na reasonably easy to use, but also identified
a number of additional usability issues. Many of these problems are related to how well
Basecamp supports changing needs and how well it integrates the different features offered.

In 1994, Jonathan Grudiredcribed eight challenges fgroupware developers. More
thana decade later, many of these challenges have yet to be satisfactorily addressed for project
management software. At the same time as we applaud Basecamp& developers for delivering an
easy to ge set of core features, we urge them to find ways to make the application more visible
when not in use, to better integrate it into usersdworkflow, and to ensure that the task tracking is
designed to be a resource that adds value for all team membditsordally, we identify a
number of keys usability areas that should be addressed.
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About Project Management

Project management has been around for decades, and people strive for more effective
ways to carry the project life cycle from start to the drige Project Management Institute
defines project management as fithe art of directing and coordinating human and material
resources throughout the life of a project by using modern management techniques to achieve
predetermined objectives of scope, quatityie, and cost, and participant satisfactiono (Alshawi
and Ingirige, 2002). A project cycle usually consists of initial planning, actual execution, and
completion. The overall role of project management is to make sure all the functions of planning,
communicating and monitoring are carried out smoothly.

Communication ig necessityf project management, but it is also causes most project
failures (Alshawi and Ingirige, 2002) through the distortion of messages that can result in delays
in decisioamaking. However, technological advances like the Internet can alleviate some of
these communication problems. As a global network, the Internet enables people in different
locations to communicate and exchange information more easily. Biggs (1997) pointg out tha
web-based project management solutions that link with email or collaborative software
effectively reduce the frequency of communication problems that lead to project failures.

Deng et a (2001) observe that ftimely and accurate information is important for all
project participants as it forms the basis on which decisions are made and physical progress is
achievedo. The ability to transfer information in an accurate and timely manner directly affects
the outcome of the project. Therefore, the fact thatynpaoject management systems (software)
focus on specific tasks and act asisolated applications results in the fibroad spread of stand-alone
applications packages with no or dixeddcommunication linkso (Alshawi and Ingirige, 2002).

Even though involves amy different stages, project management is one big fiprojecto itself, and
information transfer between parties and between stages is crucial. A unified system should
successfully integrate all the functions and allow smooth information flow between various
stages of the project life cycle.

One key difference between wébsed project management tools and other IT tools is
that a project life cycle involves many people and different organizations. To successfully
implement such a system requires the pigdiion of the whole organization. In the process of
implementing a system like a wddlased project management tool, one problem is the lack of
participation in sharing knowledge. Huang and Newell noted that the fiprocesses of knowledge
capture, transfer @nlearning in project settings rely very heavily on social patterns, practices
and processo (2003). Project management is a dynamic and social process that involves rapid
exchange of information and communication between participants. Neverthelessuiidivid
within an organization often wish to fretain their own identity and do things Gheir wayérather
than conform to an impose standardo (Clarke, 1999). This cultural and individual issue is an
important problem in motivating people to participate inuke of project management system
because using such as system often requires one to change fitheir wayo of doing work.

The last critical point for successful implementation of a project management system is
the idea of fiperceived benefits.0 As Grudin observed, a disparity between work and benefit is
one of the eight challenges in groupware (1994). As a system requiring tremendous time and
resources to manage, a project management tool has minimal perceived benefits for the
individual. To counter this prole, the organization should educate all the people on the
potential organizational benefits of effective project management (Clarke, 1999).
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About Basecamp

Basecamplttp://www.basecamphg.cojrié an online pr@ct collaboration system that
comes in several plans including free accourdason Fried, CEO of 37 Signals who created
Basecamp, speaks freely about Basecasngvery different philosophyor project management:
thatcommunication is the key to succesbf completing a project, and that more features are
not always more beneficial in project management applicatioftss is further developed in
AT he Basecamp Manifestod? published on the Basecamp website. And while these beliefs negate
many conventioal views on project management, a private equity investment in 37 Signals by
Bezos Expedition (run by Amazon CEO Jeff BeZoa)d Basecampds recent acquisition of its
1,000,008 customet attests to the growth and industry potential of the company.

Baseampallows users to share and assigratolists, track project milestones, and chat
online, among other functions. The systerdasigned foa project team to shamaportant dates
files and noteshrougha centralized portdbr better communication ancollaboration for the
project team.Basecamp enablésoad functionalitythroughthe following features:

Dashboard: Userspecific summary of milestones, upcoming calendar and project activity
CSCWO6 Logged in as Irene Cheung (Log-out) m

BELLGEIGE To-Dos  Milestones People Account Templates Settings

Your project You're currently using the free 1-
Evaluation Project project plan

If you want to manage
additional projects you'll need t¢
upgrade vour account (plans

18 days late: Follow-up Interviews [CSCWO06 | Evaluation Project | CSCWO06] ;alr;gg‘;:]it::ﬁsn FiZand

Late Milestones

4 days late: Presentation Begins [CSCWO06 | Evaluation Project | CSCW06]
Key benefits of upgrading

1. Share files

Due in the next 14 days . :
% > : Upload, share and store files in
Thu Fri Sat Sun Mon Tue Wed a central repository.
TODAY 2 n
DY 5 2. Manage multiple projects
Final Report Due Basecamp shines when you're
managing multiple projects. A
single login lets you see all your
projects on one Dashboard
Latest activity screen. Plus, it's easy to specify
who can see what projects.
CSCWO06 — Evaluation Project 3. No per-person fees
= = Basecamp costs the same no
CompetitiveEvaluation- ene C. >
GIESERS 1 Dec lrene G matter how many clients or
1 Dec  HeuristieEvatuation- Irene C. employees you have.
1 Dec IniHabintessews- co eted b Irene C.

! Hedlund, Marc (2005, March 10). The Builders of Basecamp. Retrieved October 15, 2006, from O'Reilly Network
Web site:http://www.oreillynet.com/pub/a/network/2005/03/10/basecamp.html

2 The Basecamp Manifesto. Retrieved December 9, 2006, from Basecamp Web site:
http://www.basecamphg.com/manifesto.php

% Fried, Jasoif20 Jul 2006). Bezos Expeditions invests in 37signals. Retrieved October 23, 2006, from Signal vs.
Noise Web sitehttp://www.37signals.com/svarchives2/bezos_expeditions_invests_in_37signals.php

* Fried, Jason (13 Nov 2006). Basecamp turns 1,000,000 . Retrieved November 15, 2006, from Signal vs. Noise
Web site:http://www.37signals.com/svn/posts/Idasecamurns 1000000
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Project overview: Projectspecific summary of milestonagpcoming calendar and project

Dashboard | Choose a project

Evaluation Project cscwoe

To-Do Milestones Writeboards

Overview RUESFEGES

Project overview

activity i also liss all project participants and acts as a gateway to other project resources

Settings | Permissions | My account | Log-out m

People Search

Subscribe to project's RSS feed

Add to-do list | Add milestone

Late Milestones

Want to be notified any time someone
posts a message, comment or file, or
adds or completes a to-do item or
milestone in this project? Just

12 days late: Follow-up Interviews (CSCWO6 is responsible)

Due in the next 14 days

subscribe to your project RSS
feed i (What is RS5?)

People on this project

CSCWo06

Irene Cheung

David Hsiao

Sean Munson

Fri Sat Sun Mon Tue Wed Thu
TODAY 3
Presentation Begins
13
Final Report Due
What's fresh?
Today

(EEIE Done : CompetitiveEvaluation

Dashboard | Choose a project

Evaluation Project cscwos

Overview RIESTUESEM To-Do  Milestones Writeboards

All Messages

Message board:Projectspecific blog facilitating information sharing and feedback

Settings | Permissions | My account | Log-out m

Chat People Search

Categories Edit

Post a new message

Edit

Posted by David Hsizo in Miscellaneous 1 comment

Meeting Reminder
Don't forget meeting tonight 7pm at B-School!

Posted by David Hsiac in Miscellanecus dit | Post a comment

Privacy Policy | Terms of Service

All Messages
Assets

Code
Copywriting
Desiagn
Miscellaneous

Transcripts

Managed with
~ ) Basecamp
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Simple scheduling and time tracking:Scedule in calendar and itemized formats to monitor
progress and provide reminders of milestones; also tracks responsible parties for deliverables

Dashboard | Choose a project Settings | Permissions | My account | Log-out m

Evaluation Project cscwos

Overview Messages To-Do RIUIESGHESE Writeboards Chat People Search

Milestones on your own calendar

Milestones

New milestone (or up to 10 at once)

: Subscribe to iCalendar

Today is 1 December If you use Apple iCal, Mozilla
’ Calendar, or any other program that

fully supports the iCalendar standard,
you can subscribe to your Milestones
in iCalendar format. This will allow
you to view your project milestones
" Follow-up Interviews Edit in your own desktop computer
calendar. Please read this security
note before subscribing.

12 days ago (Sunday, 13 November) - CSCW06

Upcomil
E B Toggle past months
Due in the next 14 days Dec: M Tu W Th F S S
Fri Sat  Sun Mon Tue Wed Thu 12 3
TODAY 3 4 5 6 7 8 9 10
Presentation Begins 11 1213 14 15 16 17
18 19 20 21 22 23 24
15 25 26 27 28 29 30 31
Final Report Due
All upcoming

Task assignment:To-do list itemizing steps and responsible parties for deliverafiésstones

Dashboard | Choose a project Settings | Permissions | My account | Log-out m

Evaluation Project cscwoe

Overview Messages Milestones Writeboards Chat People Search

Filter by responsible party

To-do lists
New to-do list | Reorder lists Show to-dos assigned to:
IAnyone Ll

Screenshots reorder

Current to-do lists
Screenshots

[~ Enter project information into Basecamp Evaluction Plan

[~ Take screen captures of relevant pages
Completed to-do lists

Proposal for Three Systems

Add an item

Evaluation Plan reorder

General plan for how we will tackle this project, including research
methods, target audiences, preliminary literature review, and timeline

[~ David Hsiao: Evaluation methods

[~ David Hsiao: Lit review - academic journals (project management
in aeneral)
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File sharing: R e

epository for relevant documents; sortable by date/@ipdabetical file nam

Dashboard | Choose a project Help | My account | Log-out

Web Team Rackham Information & Technology Services

Overview Messages To-Do  Milestones Writeboards Chat [l People Search
) : : Disk space
Files for this project
Upload a file You're currently using 14% of your 100 ME limit
10 November Sort by
% execsummary.doc
executive summary for carsort @ Date and time
by Satyendra Nainwal, 26K Upload & new version O A-Z
9 November Categories
% cardsort_Raw_Dataxls filo
All files

Card Sort Raw Data

by David Hsiso, 110K — Upload = new version / Edit T Documents

Pictures
Cardsort_Finding.doc

Findings for Card Sort
by David Hsiao, 434K — Upload a new version / Edit T

Sounds

2 November

Consolidated_taskscenario_guestions.doc

The Basecamp projebttp://si689.grouphub.conhias been created for direct
examination of the program; in addition,gfEccount will serve as a practical demonstration of
its capabilities in managing this group project.

User Preferences

The nature of interaction with Basecamp depends on the profiles of its users. Based on
previous interaction with two known user graufase Studies posted on the Basecamp
website® and online research, the team developed user group personas and usage scenarios to
determine the key characteristics of the Basecamp audience. Three primaysoupsrwere
defined as students, small buesses, and nonprofit organizations. And while the range of
technical support and expertise within each group varied, all figroupsonaso possessed the
following common needs:

Ease of use

Project collaboration among a small group of users, often workingtemo
File sharing

Public accountability for project tasks

Status tracking relative to deadlines and project milestones

Mechanism to discuss issues, ideas, etc

Inexpensive solution

= =4 -8 -8 _9_9_-2

The groupsonas and usage scenarios can be found in their entirety in &dpend

® Full text can be found &tttp://www.basecamphg.com/examples.php
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These requirements were echoed in the case studies presented on the Basecamp website,
and overall user assessment of the strengths of the application were quantified {sciemidfic
survey conducted by creator 37 Signals in November 2066esponse to fWhat do you like
MOST about Basecamp?0, users reinforced the key advantages that 37 Signals intends Basecamp
to have: ease of use (40%, or 306 of 761 of survey responses), simplicity (27%), and an intuitive
interface (11%). Other comments alsuighlighted various features, its speed, low price,
flexibility, and webenabled access.

As each groupsona was inspired by a current or previous Basecamp user who is
representative of their target audience segment, the team follapveith these realorld users
to determine the actual usage pattern of the application. All users agreed with their fellow
Basecamp users about the positive aspects of the application, as highlighted in the survey and
case studies. However, its practical implementation ofégrated these cosmetic benefits, as
adoption and regular usage emerged as the biggest issue in all thwgerteéalases. Since the
usage scenario of each groupsona mirrored the general information transfer and collaboration
needs of its live countergathe following broad yet significant criticisms of Basecamp emerged:

1 Basecamp is better suited to task lists than calendaring or true project management

1 Inability to track incremental status of task completion limits utility efltolists

1 Necessity tontegrate new program into workflow requires appropriate incentives and
personal benefits

1 For simple tasks, email may be a more efficient/effective means of communication

1 Basecamp may not be the best project management application for the organization

Theactual outcomes and assessments of eaclwadd user group can be found in its entirety

in Appendix 1.

Ultimately, while Basecamp appears to meet the needs of small or young organizations
engaging in moderately complex projects, the applicationssiited for very simple or very
elaborate ventures. Basecamp excels in the areas set aside in its primary tabs: Mesgages, To
and Milestones; however, the integration of these functions exists only as a summary of recent
items, as shown on the fiOverviewo tab. As aresult, the true interoperability required by many
organizations to adequately manage their projects is lost, and Basecamp is often replaced with
alternate means of project management.

Alternative Applications

Many users we interviewed othese blogs and forum posts we read repeated one
consistent message: they have tried several project management applications before getting to
where they are, and each application brought a unique set of strengths and weaknesses. To better
understand how fferent features and implementations influence choice of project management
tool and user experience, we examitiegl features dfive applicationghatusersmentioned
usingbefore then completing more detailednd thorouglanalysis of three of thesejeations.

® Survey description and verbatim responses to fiWhat do you like MOST about Basecamp?0 can be found at
http://www.basecamphg.com/survey.phRetrieved December 8, 2006.
7 .

Ibid.
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1 ActiveCollab is almost identical, featuror-feature and visually, to Basecamp.
ActiveCollab is a hosted application, which at least some user groups preferred.

1 University of Michigan CTools was designed to support courgasjects, and
University committees. CTools offers many similar features to Bascamp.

1 Trac is primarily a bugtracker with an integrated wiki. Several groups, including one of
our case studies, has repurposed Trac as a more generalized project management tool,
and the prog@més developers appear interested in taking the product in this direction.

1 WorkZone is a more expensive competitor to Basecamp. It offers fewer features but
much more depth for calendaring, document sharing, and tracking tasks and milestones.
The nonprofiin our case study switched to using WorkZone for these reasons.

1 Microsoft Project is the only clientside application reviewed. It offers none of the
document sharing, messaging, or other collaborative features found in timsexb
applicationswithout the additional purchase and installation of Project SeMierosoft
expects Project to be used by groups that have access to these features through other
products in the Office suit@andit instead focuses on offering Project users a way to plan
and nonitor project tasks and resources in great detail. Project particularly excels at
critical path management.

We found that all products can be very helpful when matched to the needs of the right
project; however, beyordl fairly narrow range of projecteach tool is much less effective.
None of the tools we evaluated allow for much flexibitdynanage tasks or facilitate
communication, ando they cannot change when useeds change. Because user needs vary
significantly, bothacross organizatiorandacross projects within the same organization, this
weakness among project management tools is quite serious. We suspect that this contributes
significantly to the frequency with which usexisandon shotlived toolsand search for their
next project managmentapplication It is not necessarily accumulated frustration with the tool
that causes them to change products; their projects and needs evolve and so a tool that was
previously adequate becomes unacceptable.

Each of these tools also requires the ts@pen a new application or webpage to cross
off atask when they have completed it, and most require uses to open the projecté web page in
order to send an announcement to all members. In order for online project management to
succeed, these applicatfomust be better integrated with usersdworkflow. There are some

glimmers of hope among these applications that may suggest that project management tools are

maturing and moving in this direction. Task lists in Trac and WorkZone, for example, are more
detadled than simple lists and allow discussion, notes, and other details about each task to be
aggregated. This becomes a resource to the person assigned to this task, and so they are more
likely to integrate use of the tool into their work on that task. &as® and soon ActiveCollab
try to keep users coming to theesliy integrating required tasksg,time tracking that users
will need to complete anyway. Continued progress may help make project management a more
seamless experience for users. Integratidth workflow and making the tracking tools into
resources for everyone on the team can also help overcome Grudiné challenge of work/benefit

10
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imbalance. Appendix 2 includes a more detailed revieAabiveCollab, CTools, and Microsoft
Project, as well ag feature comparison for all six applications.

Basecamp Evaluation

Heuristic evaluation providsa wayof identifying and categorizing critical strengths and
weaknesses of Basecampds usability, functionality, and visual design during and outside of task
completion. The method enabled the team to quickly collect a broad spectrum of focused
findings without involving actual end users.

We used an aggregatbst of 15 heuristicsto complete our heuristic evaluation of
Basecamp. The principles used set¢e¢ed from both groupware heuristics and singger
heuristics The first five heuristicgaken from REmpirical Development of a Heuristics
Evaluation Methodology for Shared Workspace Groupwareo by Kevin Baker, Saul Greenberg,
and Carl Gutwin (2002 focuson the collaborative and groupware aspects of BaescEmap.
remaining heuristicavere taken from the list developed by Judy Olson and Jakob Niealsgén
focus on singlaiserusage of Basecam@/e includeboth groupware heuristics and single user
applicaton evaluation principles becaudasecamp must be effectively used by individuals
before it can successfully act agollaborative tool.

From our heuristic analysis we found sevehahgsthat Basecamp does well, including
enhancinghesingleuser expgence and facilitating collaborative work. On the other hand, we
alsoidentifiedsome areas that Basecamp can imprtoveot only enhance user experiences in
general, butlso tohelp users to coordinate and collaborate with one another better. Here we
highlight somekey findings of both success areas and areas requiring improvements that relate to
the collaboration aspects of Basecamp. For a complete list of the successful areas and areas
requiring improvements, please s&gpendix 3.

Issue #| Description Severity | Heuristic Category

1 Provideusefultools foroverall project #3 Manage the
coordination transitions between
tightly and loosely
coupled collaboration

2 Nice access to group member profiles and #5 Facilitate finding
contact information about individual user collaborators and
profile establishing contact

3 Minimum connectiorbetweerMessages]o- #3 Manage the

transitions between
tightly and loosely
coupled collaboration

Do List, and Milestones

4 File descriptions provide lined information
and desnot preventfile versionoverwrite

#1 Provide consequentig
communication of share(
artifacts

#2 Provide Protection

5 Cannot create new category when uploadirf Medium
new files

#1 Provide consequentig
communication of share(

11
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artifacts
6 Unable topostmessage iMilestone Medium | # 4 Support people with
the coordination of their
actions
7 Cannot comment on 4do list Medium | # 4 Support people with
the coordination of their
actions
8 No direct hyperlink betweemsernamesnd | Medium [ #5 Facilitate finding
userprofile collaborators and
establishing contact
9 Each Milestone can only assigned to one | Low # 4 Support people with
member the coordination of their
actions

We examindhe successful areas, and issteggiiringimmediate attentiom greater
detail as follows:

Issue #| Description Severit Heuristic Category
1 Provideusefultools foroverall project #3 Manage the
coordination transitions between

tightly and loosely
coupled collaboration

Basecamp operes on two levels of content organization: individual and prdjased.
The fiDashboardo that each user defaults to upon logging into the system provides broad
overviews of all projects that the individual is involved in: project status, recent actitasg&s,
responsibilities, and a calendar of milestones set for the next quarter. In contrast, each user can
drill down into the specific details of each project to access discussion with colleagues, file
sharing, and general responsibilities for the tasksinvthe project. This ability to clearly
distinguish oneés own work within a larger context is especially critical for individualsin
organizations who run multiple concurrent projects

The various means of discussion (message board, writeboards 8nprati@e an open
forum for colleagues to talk about general status, potential problems, possible solutions, or even
propose new ideas. By facilitating this dialogue, even geographically dispersed teams can
coordinate their activities much more smooth#nile also maintaining a written record of the
discussion. As individuals engage in greater discussion, people can organize message board
threads by category to improve the ability to find relative information.

Issue #| Description Severity | Heuristic Category

2 Nice access to group member profiles and #5 Facilitate finding
contact information about individual user collaborators and
profile establishing contact

12
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Basecamp does an adequate job facilitating finding collaborators and establishig conta
with them. Once users have been added to the project, they are able to create a profile including
their contact information as well as upload an image to use astheir avatar. Each userés contact
information is accessible through the fiPeopled tab at the top of each Basecamp page.

Examples
PRI e R =l Cvaluation Project D Settings | Permissions | Help | My account | Logout

CSCWIG

Evaluation Proje iz

UMELNTTE Messages To-Do  Milestones  Writeboards — Chat People  Search
I
Subscribe to project's RSS feed

m

Project overview

Add message | Add to-do list | Add milestone ‘Want to be notified any time someone posts a
message, comment or file, or adds or completes a
to-do item or milestone in this project? Just
Late Milestones ;:::crlbe to your project RSS feed (What is
7}

25 days late: Initial Interviews (CSCWO06 is responsible)
14 days late: Heuristic Evaluation (CSCWO6 is responsible) People on this project

9 days late: Competitive Evaluation (CSCWOE is responsible)
CSCWo6

Mue in the next 14 davs

Access Link to®Peopleédon Every Page

CSCWOG Logged in as David Hsiao (Log-out) [HEDB)

Dashboard To-Dos Milestones Templates Settings

EVEW company and person in your system
Add a new company (then you can add people to that company)

CSCWo06 David Hsiao Irene Cheung

B
Edit dhsiao@umich edu

Add pers i i q@umich.
Add person Edit icheung@umich.edu

Edit

Sean Munson
samunson@umich.edu

Edit

User Profiles and Contact Information

Issue #| Description Severity | Heuristic Category

3 Minimum connectiorbetweerMessagesJo- #3 Manage the

Do List, and Milestones transitions between
tightly and loosely
coupled collaboration

The greatest drawback in Basecampés ability to facilitate tightly and loosely-coupled
collaboration is its separation of tasks and deadlines. In both the Dashboard and Project view,
two different tabs exist for fiTo-Doo and fiMilestoneso, and users must toggle between the two to
figure out what is due when, and what components are required for the next deadline. As a result,

13
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new users, especially those involved in multiple complex projectspew@yme frustrated with
the amount of time required to assemble the many piece of all their puzzles. This disconnect
complicates project management more than it helps it.

At this point, the separation of tasks and timing introduces a complicated facejetct
setup. Though AQuick Tipsd may be useful for new users, its persistence over several sections
limits the relevance and utility that may be gained from it. Similarly, the logic of completely
separating the Milestones and-Do list tabs is quesinable: the organizer must visit two
separate screens to enter first the Milestone, then itle list, and then associate the two within
the AiTo-Doodtab. Even after figuring out how to do so, deadlines do not appear on the to-do lists;
the only dates arthe days someone checked off an item as complete (note: NOT necessarily the
date the task was completed). Furthermore, checking off something as a completed Milestone
does not automatically assume that all the gatts (which presumably must have beequired
to achieve this state) have been complete themselves; since tasks and milestones remain separate,
it therefore may not be clear which items really do remain to be done, versus those which may
not have been acknowledged as complete. Howeverystens does respond quickly when one
marks something complete; the item almost instantaneously moves to the completed section
upon checking it off. One related area in which Basecamp falters, though, is that it cannot
always support the order of the prdjeasks it is designed to track. The tasks within to do lists
camot be assigned dates or dependencies, and so Basecamp cannot indicate an appropriate order
for these tasks.

Example
Today is 13 November If you use Apple iCal, Mozilla Calendar, or any
other program that fully supports the iCalendar
standard, you can subscribe to your Milestones in
iCalendar format. This will allow you to view your
N P project milestones in your own desktop computer
25 days ago (Thursday, 18 Octaber) - C5CW06 calendar. Please read this security note before
Initial Interviews Edit subscribing.

14 days ago (Monday, 20 October) - CSCWOS Toggle past months
Heuristic Evaluation Edit

Nov M TuW ThF 5 5§

9 days ago (Saturday, 4 November) - CSCWO6 E E EN ¢ B

. . - 6 7 8 9 101112
Competitive Evaluation Edit
= 13 14 15 16 17 18 19

20 21 22 23 24 25 26
27 28 29 30

Upcoming

Due in the next 14 days Dec M Tu W ThF § §
12 83

Mon Tue Wed Thu Fri Sat Sun
4 5 6 7 8 9 10

TODAY 19

11 12 13 14 15 16 17
18 19 20 21 22 23 24
25 26 27 28 29 30 31

Follow-up Interviews

All upcoming

Follow-up Interviews Edit

Screenshot of the Milestone Page
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Overview Messages IGEVGE Milestones Writeboards  Chat People Search
. Filter by responsible party
To-do lists
MNew to-do list | Reorder lists Show to-dos assigned to:
Anyone

Evaluation Plan reorder

m

Current to-do lists
Evaluation Plan

General plan for how we will tackle this project, including research methods, target audiences, Proposal for Three Systems

preliminary literature review, and timeline

Irene Cheung: Our system examination

David Hsiao: Evaluation methods

David Hsiao: Lit review - academic journals (project management in general)
Irene Cheung: Lit review - trade journals (Basecamp, competitive review)
CSCWO06: Comments jedits

Add an item

v 13 Sean Munson: i

3 Sean Munson: i

W] Now 13 Sean Munson: i

Screenshot of the TeDo lists

Solution

Link the Messages, FDo Lists, and Milestones together as one #n&daited application.
When a TeDo List is associated with a Milestone, display relevant information such as the due
dates of the Milestone. In addition, if there are pertinent messegeciated with either the-To
Do Lists or the Milestone, show them to the group members. Also, Basecamp should allow better
linking between these three featustscedue dates and the tasks are interrelated and their
relationship is importarfor effecive project management. Therefondena user isin one
section and wastto see related information located in the other sections, the syatanulink
to it automatically. With that said, a better way to support project management and multiple
usersof the system is to provide a clear link between the dates, the tasks, and messages
associated with them.

In a similar sense, Basecamp should also allow users to post ns&ssegement on
specificMilestones rather than only in a centralized Messagea Alternatively, Basecamp
can provide a better connection between Messages and Milestones so that members can know the
relationship between certain messages and certain milestones, and can navigate back and forth
between them with easeurthermoreerablingusers to comment on the - List to update
other group membei@n progress or problesencountered when carrying out certain tasks will
greatly enhanceoordinationramonggroupmembersThe poject life cycle does nainly include
abeginning andhe end, but also the process and progress in between. Within a project life cycle
users often need to notify others of their progresses or problems encountered. Therefore, a close
connection between Milestone, Message, andD®dd.ist and also more commuaition features
will greatly improve the interaction among users.

Issue #| Description Severity | Heuristic Category

4 File descriptions provide limited information
and desnot preventfile versionoverwrite

#1 Provide consequentig
communication oflsared
artifacts

#2 Provide Protection
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Basecamp allows ussto enter optioal descriptiois for the file uploaded, but it does not
allow extensive notes toe associaté with each document. For example, users cannot provide
detailed information regardingpdatego the document oa summary of the content. In addition,
Basecamp only provides two sorting mechamsissort by date and timandsort by alphabet.
However, here are other possible sorting schemes that can be used to better support user
behavia, such as sort by the member who uploads the file or sort by file type.

The file section alsdoes noseem to integrate well with the whole system. It is an
independent section frothe primaryMessage/TdDo List/Milestoneareas Often a file is
associted with either a Milestone or a 9ldo List Item, but they are not associated with one
another in Basecamp. When uploading a file, users cannot specify which milestowi® disto
item this file is for. If they are interconnected, the user can marida tigst or a milestone as
completed when uploading the file, and s/he will not need to mark the milestordwligb
item as a separate action.

Basecamp is a shared workspace and thus should provide a way to coordinate
individualsbefforts so that users do not interfere with each other. In the event of this interference,
Basecamp should provide a way to repair damalge.is most important in Basecampds file
sharing feature. File chedk/checkout is a common feature on collaborativetibesting
applications and can prevent many versioning problems. Such a feature is not included in
Basecamp; the file sharing page only shows file title and description, the person who uploaded it,
and the date. This oversight has received a number of complaints orsdeaBg forums.

Users to describe some ways they circumvent this problem, including editing the fileGs

description to indicate they are currently editingiitadding a note to BasecampGs to-do pane.
Some users suggest use of the writeboards for colkmediting, but most agree that this is a
partial solution at best, as they often make collaborative edits in a variety of documents.
Basecamp(s writeboards also do not support concurrent editing; they only lock the writeboard
when another user edits.

In the event that a user mistakenly uploads an older file as a replacement for another,
there is also no way to undo this error and no file history is preserved. Similarly, Basecamp
cannot detect that users have submitted different edits to the same dbanderakes no
attempt to merge edits, a feature that is common in both desktop word processing software and
many wikis (eg: MediaWiki). Users who switch to writeboards rather than files for collaborative
editing face similar prblems: the software is uratio merge different versions of a file.

8 File Checkin / Checkout. Retrieved November 10, 2006, from Basecamp Forum Web site:
http://www.basecamphq.com/forum/viewtopic.php?pid=7513
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Example

Disk space

Files for this project
Upload a file You're currently using 14% of your 100 ME limit

10 Movember Sort by

* execsummary.doc
executive summary for carsort @ Date and time

by Satyendra Nainwal. 26K Upload a new version A-Z

9 November Categories

CardSort_Raw_Data.xls

Card Sort Raw Data

by David Hsiao, 110K — Upload a new version Documents

m
E]

Pictures
* Cardsort_Finding.doc

- Sounds
Findings for Card Sort

File Descriptions Provide Limited Information

Solution

As mentioned in literature reviews and project management overview, exasfange
information in the form of documents is a crucial piece of comoatioin.File sharing is often
one of the most important featureshe projectife cycle. Withthetremendous amount of data
and documents, users need a way to share, organize, and track tbamgésformation
circulated amongdifferent partiesin its current state, however, Basecamp only provides
minimal support for sophisticatembordinationaround the shared artifacts.

Basecamp should allow users to better organize their files according to the workflow of
the organization, and also provide pldgethe users to enter more detailed information
regarding certain documenin improvement to support this is to allow users to add and modify
a list of categories that can be usetkigthe file upload. Different organizations often have
different worklow and categorization schesjehowever, vth only one default set of file
categories, Basecamp forces organizations to change their work psarassvays of handling
the files. Therefore, the system shoulddath individuabrganizationput not necssarily every
user, to decide how they will categorize the files.

Moreover, the current system does not support versioning or any kind of history, and
these features are important to make sure that the correct documents are updatetialkees
can be rtied back. This is not only a coordination issue, but atsereor tolerance problem.
Therefore, in addition to just replag the old file with a nely updated document, the system
should keep the old file, rename the new file with the old version pleisamd allow users to
trace back if needed.

Summary

From our heuristic analysis we conclude that overall Basecamyeisatileand simple
to use tool to coordinate projects. It supports collaboration and coordination among different
parties, and theobls that it provides are very useful. Basecamp, nevertheless, fails to integrate
these tools into one interrelated application that can better help users communicate with one
another. As a project management tool, Basecamp should not only focus ordiiveesleand
milestones, but the progress of the whole project. Milestones afbTasts are very useful in
assigning tasks and defining deadlines, but users need more coordination and communication
than just dates and tasks. Basecamp should allow ussze @l the messages, tasks, and dates
that are related in a easy way without making the link themselves. In addition, the file sharing
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feature included in Basecamp is very primitive, and users may encounter issues when dealing
with huge volume of filesrad data. Basecamp does not keep track of the updates of the
documents nor the history of the files; thus, it does not have the function of rolling back to
previousversionsof the file. When circulating and sharing large volume of files, coordination is
important, and users should know the difference between different versions so they can better
coordinate and communicate. If all these features can be unified and improved, Basecamp will
become a better project management that help different parties toocatlathroughout a

project life cycle.

Conclusion

Jonathan Grudin laid out his eight challenges for groupware more than a decade ago, yet
our work finds that many of these challenges are substantially unaddressed in Basecamp and its
competitors.In addition to adoption issues, the two of Grudiné challenges that most need to be
addressed are the disparity on work and benefit and unobtrusive accessibility, including both
workflow integration and visibility. We find some reasons for hope, including:

9 Third party widgets for the Mac OS X dashboard that allow usarstator their
Basecamp projects
Basecam(s integration of time tracking
TracGs outstanding ticketing system that helps overcome the disparity in work and
benefit by making the entry for eatdsk a valuable resource for members of the project
team
1 CToolsbuse of email listeners so that users can interact with the site from their favorite
web client

T
T

These actions suggest that developers are aware of the shortcomings and are working to mitigate
them. Other efforts at integration, such as the Campfire chat feature in Basecamp, are not as
encouraging.In the example of Campfire, Basecamp developers hope to address workflow
integration, but pursue an approach that requires drawing users awapdisraf their choice.

We are optimistic that these efforts, both successful and unsuccessful, will lead to best practices
for project management groupware.

In addition to Grudinés challenges, we also find that changing user needs impact project
managemetnsoftware. A user may work on one project that needs only the most basic features,
while another project needs advanced and detailed task management. Even a user group that
provided an overwhelmingly positive endorsement of Basecamp for the producté website found
that astheir needs and projects matured, they quickly outgrew Basecampds functionality. While
37 Signals values ease of uisesomething they have certainly achievede believe that this has
been achieved at the expense of flexibility, a v8u&ignals celebrates in their Basecamp
Manifesto® We do not believe that users should have to migrate to a different tool when their
projectsdneeds change. Project management software designers must continue to create
products that are easy to approacke agree that Microsoft Project can be too intimidating
but they also must find a way for their products to scale and adapt to changing project needs.

° The Basecamp Manifesto. Retrieved December 9, 2006Htgmi/basecamphg.com/marsfe.php
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In addition to these broader themes, we also take note of BasecampGs specific
implementation of & project management features. Overall, this is a competent interface that is
easy to use and takes advantage of modern web technologies, such as AJAX, to provide a
positive user experience. Improvements can be made with respect to how users link items
together, how well other 37 Signals applications are integrated, and file versioning.

Basecamp and the majority of its competitors have by and large succeeded at producing
accessible products that offer a good set of core project management and collafeatities.
To continue to improve, Basecamp must address a number of usabilityiissamasthing its
developers say is on their agenda for 2867as well as many of the issues central challenges
for all groupware products. Finally, Basecamp and othgepr management tools will need to
find away to grow and adapt astheir usersdneeds evolve in order to retain existing users.

19 Basecamp Survey. Retrieved December 9, 2006 ffrity/www. basecamphg.com/survey.php
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Appendix 1: Groupsonas, Scenarios and Case Studies

To understand the use of Basecamp within a CSCW environment, we neéicsd to
determine the needs and personalities of BasecampGs target audience. Based on information
gathered fronusertestimonien the Basecamp website, blog sites, and initial user intesview
we developed profiles of three uggoups to reflect the moskely users of the application
within the context of their organizations. Furthermore, we created user scenarios for each of
these figroupsonaso to identify common tasks and projects engaged by the users. These scenarios
were taken into account duriegir heuristic evaluations, which helped to ascertain how well
Basecamp appears to service the tasks required by its users.

While the three groupsonas are largely based on factual organizations, the details of their
day-to-day tasks were generally expandedreate more a wider range of potential needs and
projects that could be theoretically examined. Therefore, after each usage scenario, a short
synopsis highlights key discrepancies between reality and the groupsona portrayed, as well as
hypotheses to wlerstand why Basecamp succeeded or failed in thewadd organizations.

Groupsona 1: Student Project Group

Five students at Sandia College, a small engineering school in California, are working on
their senior design project, sponsored by Armachamriaofy Corporation, a federally funded
systems engineering company. Armachaacompany of almost 5,000 peoplé interested in
having the students review how employees casually interact with each other in the hallway, and
then suggest and prototype soideas for how to capture and share the knowledge produced in
these meetings. At Armacham, the students are working primarily with Dr. Benjamin Anderson,
who heads the companyés internal software design department.

For its part, the college wants the stats to have a meaningful, ydang realworld
project experience in which they learn about engineering and how to work with a customer. Each
team is assigned to a faculty member who acts as an advisor and is responsible for assigning
studentsdgrades. Each advisor is assigned to two teams, the combination of which counts as a
half-course in their teaching load. The Armacham Technology team is assigned to Professor
Mark Wittel.

Margaret Harris

Margaret is the teamés project coordinator, atitle created by the
projectés faculty that gives her responsibility for communicating with
the teamés sponsor and faculty advisor, as well as updating and
maintaining the project schedule. Margaret is interested in learning
to lead teams, but is definitely apprebme about her role: this is the § ,
first time she has ever run a project or had the responsibility to v' r

communicate with external clients. —
Margaret is also determined not to let the huge project -_h

coordination workload interfere with her desire to immerse Harsel

the design and technical challenges of the project. This has, however, sometimes gotten in the

way of communicating with her faculty advisor and sponsor. Ité not that she chooses not to, but
just that she finds the technical challenges so interetaighe often starts working on that
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when she sits down to work on the project and forgets all about her communication and
coordination responsibilities. This became a problem at a recent design review, when Dr. Wittel
had some scathing feedback on tlpeagress so far. No one has said it outright, but she thinks

the team blames her for not keeping him in the loop. She also feels that she needs to do better
about keeping Dr. Anderson involved, and has a bad feeling in the pit of her stomach about how
well she is doing this.

After graduating, Margaret hopes to attend business school, and knows that if she does
well this semester, she can talk about her experiences in her application and interview. Doing
really well also can only help her get good recommaéinds from Drs. Wittel and Anderson.

She also knows that Harvard, her top choice, sometimes tells students to go work elsewhere for a
couple of years before entering the program and thinks that Armacham might be a good place to
spend this time if she endp going that route.

Robert Allan
Robert is the teamés budget coordinator T heGs responsible for
keeping track of how the team is spending its money and coordinating
with the programés staff member on purchases. This does not take a
wholelot of extratime for their particular project, which pleases him,
since he did not really want the responsibility. Rob is pretty pleased
with how things in the team are working aule thinks their meeting
schedules and email discussions are good, but he wishékeydiad
more involvement with the sponsor. From his perspective, it might as
well be just another school project; they do not get much input from Dr.
Anderson, and when they do, it is all through Margaret.
Speaking of Margaret, Robert thinks that heldalo better at communicating with Dr.
Wittel and the sponsor, but has not said as much. To himself, though, he compares how well he
keeps the team updated on money the team has spent with the (lack of) updates Margaret sends
her sponsor and advisor. Ifabntinues, he plans to say something, but hopes that things will turn
around on their own with the new Basecamp plan.

Other students

Other students on the team are Ryan Sweeney,
Melissa Saltari, and Susan O@onnell. All team members,
as well as the spgor and advisor, are technically
proficient and have used websites such as Flickr, last.fm,
and Wikipedia.

Dr. Mark Wittel

Dr. Wittel cares a great deal about seeing his two project teams
succeed he had a similar experience in his undergraduate Ganaeer
found it to be incredibly rewarding. More pragmatically, he also knows
that if the teams succeed, he will not have to spend as much time on the
road recruiting companies to sponsor teams next year.

Wittel is one of Sandiats most junior faculty members, having
just started this fall after completing his PhD. Heés full of idealism, but is
struggling with the challenges of his teaching load, committee
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