Chapter 3 Project Management

Projects can

• solve a problem

• improve an existing system

• take advantage of an opportunity

To identify problems

1. check output against performance criteria

• too many errors

• work completed slowly

• work done incorrectly

• work done incompletely

• work not done at all

2. observe behaviour of employees

• high absenteism

• high job dissatisfaction

• high job turnover

3. Listen to external feedback

from

• vendors

• customers

• suppliers

in the form of

- complaints

- suggestions for improvement

- loss of sales

- lower sales

To be successful projects need

• mgmt support

• timed appropriately (people need to be committed)

• to improve attainment of org.al goals

• to be practical in terms of resources (both for the systems analyst—it has to be in your realm of expertise— and the organization)

• to be worthwile compared to other possible ways of investing resources

Possible improvements:

• speed up a process

• streamline a process through eliminating unnecessary or duplicated steps

• combining processes

• reducing errors in input through changes of forms and display screens

• reducing redundant storage (e.g. of stock or off-site storage of records)

• reducing redundant output

• improving integration of systems and subsystems

Corporate objectives to achieve

• improve corporate profits (profit maximization)

• supporting the competitive strategy of the organization

• improving cooperation with vendors and partners

• improving internal operations support so that goods and services are produced efficiently and effectively

• improving internal decision support so that decisions are more effective (e.g. by suppliying the right kind of info to the right person at the right time)

• improving customer service

• improving employee morale (e.g. by removing inactive files from offices to record centres)

Best time for implementation is after a reorganization

Feasibilty

• technical

- add-ons to present system (including upgrades)

- new technology available to meet users' needs? (most of the time "yes")

• economical

- system analyst's time

- cost of systems study

- cost of employee time for the study

- estimated cost of hardware

- cost of packaged software or software development

• operational

- will the system operate when installed?

- will the system be used?

Accomplished by interviewing

• those requesting help

• those directly concerned with decision making (i.e. mgmt)

Feasibility study MUST be time compressed. DO NOT spend too much time on it.

Feasibilty Impact Grid (FID): example-->fig. 3.3 and 3.4 on pp. 65-66
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Project Management Requirements

Understand how to:

· Determine what is needed

· Initiate a project

· Develop a problem definition

· Examine feasibility of completing the systems project

· Reduce risks

· Identify and manage activities

· Hire, manage and motivate other team members

Estimating the Time Required and Scheduling

Most difficult task--> break major activities into smaller tasks , then estimate the time required to complete each task: e.g.

1. Analysis

• Data gathering

- conduct interviews

- administer questionnaires

- investigate company reports

- introduce prototype

- observe reactions to prototype

• Data flow and decision analysis

• Proposal preparation

- Perform cost/benefit analysis

- Prepare proposal

- Present proposal

2. Design

	• Data entry design
	

	• Input design
	Break these into

	• Output design
	smaller tasks too

	• Data organization
	


3. Implementation

	• Implementation
	Break these into

	• Evaluation
	smaller tasks too


Gantt charts

• simple to use

•easy to understand--> bars drawn to scale (size of the bar indicates length of time)

PERT (Program Evaluation Review Technique) Diagrams

• useful when activites can be done in parallel rather than in sequence

• can show precedence of sub-activities

• can point to the critical path & the critical activities

• easier to determine slack time (time avilable on non-critical activities till the critical one is accomplished)

Computer based project scheduling: e.g. M. S. Project

Timeboxing

• Project is broken down into phases, tasks, etc. in the traditional way

• but there is an ABSOLUTE due date when implementation takes place with whatever that has been accomplished by that time (e.g. releases of new versions of software, or websites with “under construction” message.)

· Function Point Analysis

· Anlamadım

· Gerçekten gerekli mi? (SW dışı kullanım alanı var mı?)

Estimating staff requirements

· Yukarıdaki gibi

Managing Risk

30% of all projects succeed

20% of all projects fail

50% of all projects are late, over budget or offer fewer features than estimated.

Large projects have higher failure rates. Therefore break into smaller projects,

Try to estimate potential problems and calculate the expected value of all delays.

Murphy’s law on time estimates: To figure out how much time a project will take in real life, first calculate the time it should normally take to complete the project, second multiply this by two, third move the time unit one step up. For example, if it is supposed to take one hour, it will take two days; if it is supposed to take one day, it will take two weeks in real life.

Project management success factors

1. Assembling a team:

Characteristics to look for:

· Share the same values

· Good work ethic (muhsinlik)
· Honesty (esp. honesty to one’s own self. i. e. NOT wishfull thinking.)

· Competency

· Readiness to take on leadership based on expertise

· Motivation (esp.self motivation)

· Enthusiasm for the project

· Trust of teammates

· Imagination

· Communication with different types of people.

· Discipline (start like a Turk, complete like a Brit / German)

2. communication--> resolving tensions: there might be a need for a socioemotional leader besides a task leader

You need to create explicit and implicit team norms (unique for each project and can change over time):

· collective expectations

· values

· ways of behaving

Some norms are functional, some are dysfunctional. e.g. junior members do scheduling.

You need to asses their functionality all the time.

Express all norms and goals explicitly and make sure everyone agrees on them.--> See project charter below.

Organizational culture: Assumptions on goals and methods of the organization.

3. setting project productivity goals(SMART)
Specific

Measurable

Achievable (realistic + based on team members' expertise, former performance AND nature of the project

Result oriented

Time bond

4. motivate project team members through participation in goal setting

5. COTS software

6. E-commerce projects

• data is scattered all over the org. (beware of units feeling protective of their data)

• need more staff with a variety of skills (developers, consultants, systems integrators)

• security is of utmost importance (against hackers)

• need to be integrated into all the of organization's systems (to be able to prevent politics sabotaging the project)

7. Project charter: Define and make clear,

1. Objectives and how to achieve them

2. Scope and boundaries

3. Data gathering, system development and testing methods

4. Participants and amount of time they are willing to commit

5. Deliverables (software, hardware, procedures, documentation)

6. Assesment method

· Who will evaluate?

· How will s/he evaluate?

· Through which steps?

· How will the results be communicated to whom?

7. Project timeline and milestones

8. User trainers

9. Systems maintainers

8. Avoiding failures

· Feasibility

· Political climate

· Financial situation

· Competitive situation

· Management support (they have got the final say)

· Open lines of communication among team members (see project charter above).

Game Theory on Planning

· Goal of the game -->Maximize value of system

· Strategy to pursue-->Act fast

· Pieces to move-->Story cards

· Players involved-->Development team and business customer

Project Risks

Fishbone diagram (= cause&effect diagram = ishikawa diagram)-->fig 3.20 on p. 93
· Resource control variables-->Top

· Activities-->Bottom
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