Projektovy management

Blok 2
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Plan pro dnesek

— Uvod a individualnich tvorba pfikladu na LRM (cca 30 minut)

— Rady k realizacni casti ukolu v Promisu (cca 20 minut)

— 1. Cast 0 zahajeni a reseni rozsahu projektu atd. (cca 50 minut)
— pauza

— 2. Cast o planovani Casu, reseni rizik atd. (cca 50 minut)

— 3. cast o rizeni a kontrole i ukonceni projektu (cca 50 minut)
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Ukol na logickou ramcovou matici

Vzit si Sablonu (soubory v IS), vyplnit a do cca 12,40 nahrat do ,,Odevzdavarny® (v
IS v MKH_PRMG) pojmenované ,Ukol 1 — LRM (2.12.)".

Ocekavani ohledné vyplnéni:

— alespon 3 rozumné zamery se souvisejicimi polozkami

— spravne definovany cil se souvisejicimi polozkami

— rozpad na cca 3-5 vystupu se souvisejicimi polozkami ve sloupcich

— rozpad jednoho vystupu na 3-5 Cinnosti se spravné vyplnénymi souvisejicimi polozkami
— u predpokladu dveé polozky patfici (logickou a vécnou provazbou) do kazdého radku

— alespon dve rozumné veci, co projekt neresi a dva podstatné predpoklady
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Rady k realizaCni casti Promisu




1. cast

Zahajeni a planovani projektu
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Analyza
stakeholdert

* Prinosy

e Lesson
learned
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Zahajeni
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Minimum pro zahajeni projektu

— cil — je dobre stanoven? Neni vagni? Lze s tim jesté neco delat?

— zakladaci listina projektu

— formalizuje existenci projektu — jak?
— prideluje manazerovi projektu pravomoci pro pouziti zdrOJu
— definuje odpovédnost manazera za naplnéni pozadavku projektu

— pridéleni zdroju

— kick — off meeting
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Planovani (1.Cast)
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“I know project forecasting is part art and
part science, but this is ridiculous!”
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Co je treba planovat?

%y -
Q8
vystupy (rozsah, technologii a zdroje
hranice projektu) metody
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Planovani rozsahu = Work Breakdown
Structure (WBS)

— CO chceme v projektu udelat? (ne JAK)
— hranice projektu

— definuje 100 % rozsahu projektu

— na zaklade toho zjistujeme JAK

— Cil - vystupy — pracovni baliky

— obrana proti ,preteCeni” obsahu (scope creep)
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Je vase WBS spravneée?

— na nejnizsi urovni je vse, co je potreba udelat k naplneni
projektoveho cile

— Je mozne priradit odpovednost za pracovni baliky

— |lze odhadnout naklady a ¢as pracovnich baliku

— |lze méfit dokonéenost pracovnich baliku

— zahrnuje naklady na Vas (projektového manazera)! (fizeni a

administraci projektu)

15 Sylva Zakova Talpova, Jan Zak

—
_
e
—

rmi

O
o=
= -




RASCI matrix — pro velké projekty

— R —responsible
— A — accountable
— S — support

— C — consulted

— | = informed
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RASCI matrix

Sloni jsou na
Arse

Lvi jsou na A | R
Arse

Vniti‘tli' o A,R C |
usporadani
lodi hotové
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R — responsible
A — accountable

S — support
C - consulted
| - informed
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2. cast

Planovani projektu
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Planovani (2.Cast)




Planovani ¢asu a zdroju

— JAK, ne CO
— definuje v jakych terminech a Casovych sledech budou prace na
projektu probihat

— aktivity zalozené na WBS nebo logickem ramci
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Planovani ¢asu a zdroju

Hlavni nastroje:

— Ganttuv diagram

+ prehlednost

+ jednoduchost konstrukce

- neukazuji pfehledné zavislosti mezi ukoly (Cinnostmi)

- zména v délce jedné Cinnosti se vétSinou (automaticky) nepromitne do zbyvajici Casti

— CPM - critical path method — kriticka cesta

+ souhrnné prezentuje souvislosti
+ umoznuje hledat alternativy

+ definuje kritickou cestu

- slozitost

- neprehlednost

The time is the only thing that cannot be bought©
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Odhadovani

— Window method ©

— Top-down, Bottom-up

— Groupe estimation technique (Delphi, Crawford’s slip etc.)
— Expert guess (SME)

— Comparative or analogous estimation

— PERT - uses Three-point estimating

— Planning poker
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Planovaci

poker
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Odhadovani - Three-point estimating

~— dobu trvani stanovuji na zaklade optimistickych, realistickych a

pesimistickych variant odhadu trvani ¢innosti

_to HaAty t+tp
B 6
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Critical Path Method

— An algorithm for scheduling a set of project activities

— Why we need it? It provides us with:

— Project finish date
— Activities that can float in the schedule
— Activities that cannot float - RISK
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Critical Path Method - Inputs

What do we need to use CPM?

— Network diagram including relations among activities
— Activities duration estimates
— Demands for resources for each activity

— Key dates
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CPM — how to describe a nod (an activity)

ES — early start - the earliest date a task can start
EF — early finish - the earliest date a task can be completed

Duration Activity

(days)

LS — late start - the latest date a task can start without delaying
the project finish date

LF — late finish - the latest date a task can finish without
delaying the project finish date
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Critical Path Method

How to calculte the project’s finish date?

— Forward pass calculation (Early Start and Early Finish) —
searching for a maximum of early finish of immediate
predessesors = early start of an activity

— Backward pass calculation (Late Start and Late finish) —
searching for a minimun of early start of immediate successors =

I
late finish of an activity E

I
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CPM example

& m

A C

2 1
Start

B : D

5 6

Finish

F
2

/

Forward pass (early start+duration= early finish) — searching for a maximum of
early finish of immediate predessesors = early start of an activity
Backward pass — searching for a minimun of early start of immediate successors

= late finish of an activity
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Why are we doing this? ©

— The purpose of backward pass is to find a float

» Float (slack) — the amount of time an activity can be delayed or
lenghtened

» Total float — the amount of time an activity can be delayed without
extending the overal project’s completion time

> Free float - the amount of time an activity can be delayed without
delaying the early start date of its subsequent tasks
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Total Float: CPM example

0 2 5 6
A C
2 1

8 10 10 11

Start

0 B 5 5 5 11
5 6

0 5 5 11

11 15

4 15 15
11 15 Finish

1113 15 15
F

2
13 15

What is the total float for activity A in our example?
Total float — the amount of time an activity can be delayed
without extending the overal project 's completion time
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Free Float: CPM example

0 2 5 6
A C
2 1

8 10 10 11

Start

0 B 5 5 5 11
5 6

0 5 5 11

11 15

i 15 15
1115 T pinish

11 13 15 15
F

2
13 15

What is the free float for activity A in our example?

What about activity C and D?

Free float - the amount of time an activity can be delayed
without delaying the early start date of its subsequent tasks
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Critical Path

— |s made of activities that cannot be deayed without delaying the

whole project

— ltems on critical path have zero float

— Path with longest duration

— Can be more than one
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Can you find the critical path?

Start
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11 15

E
4 15 15

1115 Finish
11 13 15 15
F

2
13 15
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Yes, you can®©

Start
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11 15
E
—4 15 15
11 Finish
11 13 15 15

F

2
13 15
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Planovani €asu a zdroju

Optimalizace planu Konflikty zdroju
— Fast-tracking — Resource Leveling

— Crashing — Resource Smoothing
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PROJECT MANAGEMENT 101

axod § yeal

Just make
sure nobody
remembers your
yesterdays plan!

WANNA MEET YOUR PLAN? FOLLOW THIS ONE AND ONLY RULE!
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Na co si dat pozor

— syndrom studenta (boj s prokrastinaci)
— milniky a tasky
— s kym odhadujete a feSite rizika © - diverzifikace

— rezervy (nékdy je tfeba je schovat;-)
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Analyza a rizeni rizik

— Co je riziko?

www.hypebot.com
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Analyza a rizeni rizik

— kazdy projekt ma urcité mnozstvi rizik, se kterymi je treba pracovat
(a spoustu, se kterymi to treba neni)

— risk management neboli rizeni rizik — identifikace, analyza a
zvoleni strategie/prace s rizikem

— cilem je minimalizace negativnich rizik a snaha o vyuziti

pozitivnich
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RISK PERCEPTION
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RISK ANALYSIS




Identifikace rizika
Analyza rizik

— co muze nejit podle planu? Co se muze pokazit? Jaké jsou
prilezitosti?

— externi, interni

— zdroje informaci: minulé projekty (je k dispozici?), mysSlenkove
mapy, etc.

— jasna formulace rizika

— hrozba — scénar - dopad
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ANALYZA RIZIK

C. HROZBA

SCENAR PRAVDEPODOBNOST | DOPAD

HODNOTA OPATRENI + ZODPOVEDNA
RIZIKA

0S0BA

Pravdépodobnost/dopad

Maly dopad (do 10 % rozpoétu) | Stfedn

i dopad (do 20 % rozpoétu)

Velky dopad (vice néZ 20 % rozp.)

Mala (meéné nez 10 %)

Nizka hodnota rizika

Nizka hodnota rizika

Stiedni (do 40 %)

Nizka hodnota rizika Stredni hodnota rizika

Velka (vice nei 40 %)

Stfedni hodnota rizika
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Stredni hodnota rizika
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WHY DO YOU HAVE OMLY
40% OF AN UMBRELLA?

[

CHAMCE OF RAIN IS
ORLY 40%

J

V
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Prace s riziky

— Vyhnout se

— Presunout, sdilet
— Zmirnit

— Akceptovat

— ,Plan B*

45 Sylva Zakova Talpova, Jan Zak

—
_
e
—

rmi

O
o=
= -




3. cast

Realizace a ukonceni projektu
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Realizace a kontrola




Realizace projektu

— Plan projektu schvalen

— Rozpocet, harmonogram, WBS — baseline

— Plany —rizika, zainteresovane strany

— Kick-off meeting

“If everything seems under control, you're not

1978 Formula One World Championship)

going fast enough.” (M. Addretti, winner of the }
U
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Realizace projektu

— Reportovani

— Srovnavani skutecnosti s planem

— Procenta dokoncCenosti

— Project status/stage

— Milestones trend analysis

— Earned Value Management (EVM)
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Earned Value Management - EVM

— A way to measure and evaluate the project performance

— Compares the amount of work planned with what is actually
accomplished to determine whether the project is on the track
— Appropriate for projects with more or less stable scope

(investment property construction etc.)
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EVM: Planned Value

Planned value (PV)
— the planned cost of work scheduled to be done in a given time

period

Projected
Costs

€/

FPlanned Budget

Time
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EVM: Planned value

EXAMPLE

According to the plan, 3 employees should work on the task for 12
days.

Control time: after 6 days

Planned value (at a control time) is mandays.
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EVM: Earned Value

Earned value (EV)
— the planned cost of work actually performed in a given time period
— the amount of EV is determined by totaling the cost estimates for

the activities that were actually completed in the time period.

EXAMPLE: According to the plan, 3 employees should work on the task for 12 days.
75% of the task is ready on the control day 6.

— Earned value is mandays.
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EVM: Actual cost

Actual cost (AC)
— determined by totaling the expenditures for the work performed in

a given time period
EXAMPLE
According to the plan, 3 employees should work on the task for 12 days.
— Report from the responsible employee (on a control day 6): “We worked on the task according

to the plan, but one colleague fell ill the third day. So from the fourth day there are only two of

us working on the task.”

—
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— Actual cost is mandays.
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PV, EV, AC

30

25 —4—Planned Value (PV) /
—&—Earned Value (EV)

20 /
—e—Actual Cost (AC)

\\

Peﬁ?d

0 '

0 1 2 3 4 5
USEFUL TEMPLATE: http://www.vertex42.com/ExcelTemplates/earned-

value-management.htmli
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VARIANCES

Schedule variance (SV) the difference between the planned and the actual work
completed

— SV=EV-PV

— Ahead/behind the schedule?

Cost variance (CV)

— the difference between the planned cost and the actual cost of work completed
— CV=EV-AC

— Under/over the budget?
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INDEXES

SPI - schedule performance index
— a ratio of work performed to work scheduled

— this ratio is a measure of efficiency in the schedule
SPI=EV/PV

— SPI<1 ... a project is behind the schedule

— SPI>1 ... a project ahead of schedule
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INDEXES

CPI — cost performance index

a ratio of budgeted costs to actual costs

this ratio is a measure of cost efficiency

CPI<1
CPI>1

CPI=EV/AC

..... the work is costing more than planned

..... the work is being produced for less than planned
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INDEXES

— Provide a quick snapshot of the project’s efficiencies at a given point in time
— More valuable when used periodically

— Used for forecasting:

— Budget at completion (BAC) - from WBS

— Estimate to complete (ETC)=(BAC-EV)/CPI

— Estimate at completion (EAC)=AC+ETC

— To complete performance index (TCPI)=(BAC-EV)/(BAC-AC)
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EVM EXxercise

— The Project was scheduled to cost €1,500 and was originally scheduled to be completed
today. As of today, however, the project has spent €1,350, and it is estimated that only two-
thirds of the work has been completed. Calculate the schedule and cost variances and the
schedule and cost indices.

Sv=

Cv=

CPI=

SPI=
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Limitations

— Quantification of project plan is required (x SW, research)
— Project accounting is a necessary prerequisity

— 90-90 rule

— Discretization error

— https://www.pmconsulting.cz/pm-wiki/evm-earned-value-

management/
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Ukonceni projektu




Ukonceni projektu

— Planované x predCasné ukoncCeni projektu
— Akceptace

— Predani vysledku projektu

— Benefity — mereni — pozdeéji (po projektu)

— Hodnoceni prubéhu projektu + lessons learned
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Priklady projektu

— Olkiluoto Nuclear Power Plant
— BER Airport

— New Coke

— Elbphilharmonie Hamburg

— Hoover-dam
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Pripomenuti testoveho ukolu na bloku 3

= ukol na analyzu rizik
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Dekujeme! Mate otazky?

Sylva Zakova Talpova Jan Zak
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