Chapter 4 Notes

Welcome to the top ten slides of chapter 4. We’ve all heard that it is important to deliver projects on time and within budget. You want to finish your term papers and projects on time without spending more time than you planned.  However, you also want the project to be acceptable to the professor and you want to avoid an impact on ongoing operations, such as your personal relationships. In information technology projects, it’s important to keep focus on the customer to make sure that the system will be acceptable. Also, interaction with the existing system must be planned. For example, 

· How can you extract data for testing without slowing down the existing system, 

· When can you use personnel with the existing system to check out your test results, and 

· Do you need to bring in additional hardware and software for testing?  


We usually think of project managers as directing and controlling a project team. However, notice that only two of the eight major functions on this slide involve these activities. The other 75% of the functions involve setting the scope and planning how to deliver that scope. And, that 75% is really the key job of the project manager.  

Microsoft Project is a commonly used tool, and it is used to deal with clerical tasks necessary in project management. If you’ve not used Microsoft project and want to try it there is a link to the current Microsoft trial site at the end of this presentation. You may see job ads requesting experience with Microsoft project, these ads assume that if you’ve used Microsoft project, you must understand the basic concepts of project management such as; calculating the critical path, and leveling resources. 


This slide was selected because it is important to identify what work must be completed before other work can begin. For example, programming work cannot begin until the relevant design tasks have been completed. Consulting firms sometimes have problems with this because they may have a surplus of programming skills and a relative deficit of analysis and design skills. This can be especially true in the United States where some firms have large pools of available programming talent located in India, the Philippines and/or Eastern Europe. 


This slide is included to emphasize that a good project manager serves his/her project team by obtaining the resources that the team needs. Project progress can be slowed down when simple resources such as; meeting rooms, desk space and disk space become scarce. Lack of access to system owners and users can slow down analysis or worse yet can cause the team to make incorrect assumptions. Incorrect assumptions can lead to building a system that the user will not accept. 


This slide is included to allow me to emphasize my perspective on some of these hints. Note that all ten of these hints are useful and important. On hint #3, don’t make promises you can’t keep; if you don’t know when something will be done, don’t make up a date. Instead you could give a date for a date; meaning “if you give me one week to analyze that, I’ll be able to determine a date for the question you are asking”. 


I have personal experience with #4. I once attended a project team dinner on a project I was consulting on and the project manager at that dinner criticized every team leader for something that was happening on the project. As a result, I went out of my way to avoid working for this project manager in future assignments. So if you want to obtain the best people for your project teams, you should pay attention to this rule. Don’t criticize at a team dinner or people may not want to work for you again.       

On #6, Realistic Deadlines, you should base your deadline on facts and estimates, and not by management decree. Just because management says they need the system by December 31, that doesn’t mean that you have facts to support that. In order to meet deadlines, know the limits of your team and usually consider reducing scope because that is more effective than asking for days and weeks of overtime. 


On #8, Explaining and Showing, it helps to know the jobs your people do. So, while you are still in school, learn about things in tasks other than where you hope to specialize. So if you hope to specialize in analysis, understand the work that designers and programmers do. 


And #9, Don’t rely on status reports, it’s a good practice to have status reports, but you should visit your team members, walk to their work locations, and if that is not possible, call them on the phone. Relying on nothing but status reports to understand the work being done is dangerous. 

I’ve included this slide on change management because requirements change in all projects and it’s important to have a system for reacting to those changes. If you accept requirements as they come in and react to them immediately you might be running a project that will never end. It’s important to have a system from keeping change requests and then integrating those change requests into the project that fixed times.


The next two slides discuss how to manage trade-offs between cost, schedule and scope or quality. There’s a saying in project management that you can have two out of three of these factors but not all of them. You decide which is the most important and manage the project accordingly. In this Lunar project slide schedule has been decreed to be the most important and it is the significant project constraint. The project will not be considered successful this constraint is met namely by landing a man on the moon by December 31, 1969. Next the scope will be managed to meet the constraint. The scope will include getting the person back to earth safely, but not necessarily comfortably. Cost will be one of the three variables we cannot have in this case. So, if additional resources are needed to meet the schedule with the minimum scope, then cost will increase. So that is one of the three factors we will not be controlling as much as the other two. 


In a typical project shown on slide #9, the cost is the constraint and the scope will be managed and will accept schedule variances on this particular project. Remember when thinking about any project, you will plan to accept variance in one of these three factors you may not admit it publicly but as the project manager you must decide which of the two factors are the most important and which factor may have to be given up at some point in the project. It’s important to learn from project experience each project after it is completed should be analyzed for what went right and what went wrong in order to build the experience to learn from.     
