Chapter 5


Introduction


Start discussions of how to plan the work, how the project plan impacts the project team structure and its relationship to the parent organization.


Phases of project development: Definition, Analysis, Design, Programming, System Test, Acceptance, Operation.  Chapter 5 deals primarily with preliminary coordination ands detailed description of the various tasks.  Basic assumption is that the purpose of planning is to facilitate later accomplishment





5.1 Initial Project Coordination


A project’s objectives should be clearly tied to the overall mission of the company.  The intent for undertaking the project should be clear, the scope outlined, and the desired results described.


Management needs to be present at the initial project meeting to emphasize their support.


The outcome of the initial meeting is 1) clearly defined technical objectives; 2) basic areas of performance responsibility are defined and accepted by the participants; 3) tentative schedules and budgets are defined.


Outcome described above is combined into a project plan.  This plan is approved by each participating group and management.  Once senior management has approved (singed off) the plan, changes are made via formal change orders(for large or complex projects.)  Changes to small, informal projects don’t require the formality, but all significant changes need to be documented.  Significance depends on the situation and people involved.  Changes must be communicated to avoid problems with commitments made by people for other people.


Final, approved plan resulting from the change process is the master or baseline plan. 


If an outside customer is involved, specification changes must not be made without the customer’s approval. 





Project Plan Elements


Overview:  Short summary of the objectives and scope.  Statement of goals, explanation of the relationship to the company’s objectives.


Objectives: Detailed statement of general goals described in the overview.  Should include profit, competitive, and technical goals


General Approach:  Managerial and technical approach to the work. 


Contractual Aspects:  Description of issues covered by contracts such as customer supplied resources, management agreements, technical deliverables and specifications.


Schedules:  Estimated time for tasks, and milestones.


Resources: Budgets and monitoring and control procedures


Personnel: Personnel requirements for the project including special skills, special requirements, etc.


Evaluation Methods: standards by which the project will be monitored; procedures used.


Potential problems:  Disasters, risks, technology issues, etc.





System Integration


The three major objectives of system integration are:


Performance: What the system does, including system design, reliability, quality, maintainability and reparability


Effectiveness: Design individual components of a system to achieve the desired performance in an optimal manner by:


Requiring component performance specifications only when necessary to meet one or more system requirements


Component requirements should be traceable to one or more system requirements


Components should be designed to optimize system performance and not th performance of a sub system.


Cost: Cost is a design parameter.  Value engineering examines cost tradeoffs





A good system design will take all tradeoffs into account during the initial stages of technical development, while avoiding an inflexible solution that will not accommodate changes in the future.





Sorting out the project


Several major activities must be completed to accomplish a specific project.  A reasonable number of major activities is between two and twenty.  All of these items should be of roughly the same level of task generality.  The problem is to develop an exhaustive, nonredundant set of results list of outcomes (events) and tasks (activities) to describe the project.  


The plan described above is a hierarchical plan, which can be developed thusly:


Specify the goals


Identify the activities for the goals to be met.  This is the project action plan.


Each activity has an outcome or event associated with it.


These activities and events can be further decomposed into sub activities and sub events.


The project plan is the set of those action plans.  Content of the action plan is more important than form.  Form just helps with the comprehension.


Form comes in various forms: Gonzino chart (p 210, fig 5-3); WBS, Tabular (P209, 211)


Other considerations associated with actions in an action plan are estimates, materials, responsibility, time, other resources.





Strategic reasons for planning include:


Project Mission: clearly defined and agreed upon goals in the beginning of the project


Top Management support: Management needs to get behind the project and make clear to all personnel that they support successful completion.


Project schedule or plan: Detailed plan of required steps, including all resource requirements.





Extensive empirical testing shows these factors are necessary to have project success.


Reason for keeping items in the action plan at the same level of generality or detail is because the items at one level are usually monitored by the level above it.  Obvious problem is having senior managers managing at an inappropriate level of detail (micromanage).  Another reason is that planners have a tendency to plan what they know to more detail than what they don’t know, resulting in well planned sections and vague sections.





Usually the planning process is iterative and these things are worked out.





Work Breakdown Structure and Linear Responsibility Charts


The WBS is a picture of a project subdivided into hierarchical units of tasks, subtasks, work packages and such represented as a Gozinto chart or tree constructed from the action plan.





Another form of WBS is organizational elements associated with specific categories of tasks. Refer to figure 5.5, p216.





The WBS can be tailored for use in many different ways.  It can illustrate how each piece of the project relates to the whole in terms of performance, responsibility, budget, and schedule.  It can also associate  the vendors, subcontractors etc., with their tasks, or document  that all parties have signed off on their various commitments.





Following is a procedure for developing a WBS:


Using information from the action plan, list the task breakdown in successively finer levels of detail.  List all meaningful tasks or work packages so that each one can be individually planned, budgeted, scheduled, monitored and controlled.


Identify relevant data for each work package, e.g., vendors, duration, equipment, materials, etc.)  Include responsible personnel and organizations for each task.


All work package info should be reviewed with the responsible in-duh-viduals in order to verify the accuracy.


Project budget should include four elements: 1) direct budgets from each task, 2) indirect cost budget for the entire project (e.g., overhead costs),  marketing costs, and other costs not directly chargeable to particular tasks; 4) a contingency reserve; and any residual


Schedule information and milestones can be aggregated into a project master schedule.  This master schedule is comprehensive and integrates the many different schedules relevant to most parts of the project.


The items listed above focus on the WBS as a planning tool


Using the WBS, the PM can examine actual resource use-by-work-element and compare it to the as-planned.  This exercise can identify problems, harden estimates of the final costs, and make sure that relevant corrective action is taken.


The WBS project schedule can be subjected to the same comparisons as the project budget (e.g., earned value comparisons?)





5.5  Interface Management


The most difficult part of implementing a project plan is coordinating everything to meet the goals of performance, schedule, and budget.  Interface is the process and fact of this coordination effort.  The linear responsibility chart is a good tool for performing this activity.


A more formal approach is called TREND (Transformed Relationships Evolved from Network Data) TREND illustrates important relationships between work groups (interface management)


This approach uses three other concepts: interdependence, uncertainty, and prestige. An example of interdependence is shown on page 222 (Fig 5-10).  Uncertainty correlates with such things as length of project time horizon, level of reliance on formal authority, and degree of task orientation of the work.  The spread between optimistic and pessimistic estimates of the time indicate the level of uncertainty of the schedule.





Prestige is inferred from the organizational charts and/or known anecdotal information. 





These three elements are depicted in an organizational chart to illustrate potential coordination problems.





Techniques are discussed starting on page 222.  Interesting academic discussion, but probably difficult to apply.





Chapter 5 Learning Objectives





Explain the logical correlation between a Work Breakdown Structure (WBS) and a product oriented team organization structure


The logical correlation between the WBS and a product oriented project is task and responsibility assignment  vs. team member functional involvement in the project. Part of a WBS is the Linear Responsibility Chart.  This chart associates project team members with specific project responsibilities and levels of responsibility.  Since team members are also members of functional groups by virtue of knowledge, specialty or role, there is correlation of their home organization functions and project responsibilities.
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