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 Meltem Özturan
 misprivate.boun.edu.tr/ozturan/bis548
 INFORMATION TECHNOLOGY PROJECT MANAGEMENT (ITPM)
 • Foundations of ITPM
 • Project Initiation
 • Project Planning
 • Project Execution & Control
 • Project Closing
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 ITPM: Project Execution & Control
 What is Project Execution?
 Project execution consists of the processes used to
 complete the work defined in the project plan to accomplish
 the project's requirements. Execution process involves
 coordinating people and resources, as well as integrating
 and performing the activities of the project in accordance
 with the project plane. The main output of project execution
 is the project deliverables and producing these will be the
 responsibility of the project team who will be working to the
 project plan.
 ITPM: Project Execution & Control
 What is Project Control?
 Project control consists of monitoring project execution so
 that potential problems can be identified in a timely manner
 and corrective action taken as necessary. Controlling
 includes measuring the ongoing project activities and the
 project variables (cost, effort, scope, etc.) against the project
 plan and the project performance baseline. It then identifies
 what needs to be done in order to get the project back on
 track.
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 ITPM: Project Execution & Control
 Actions Performed
 1. Establishing and managing the project team.
 2. Coordinating people and resources.
 3. Monitoring team performance.
 4. Contracting procurements.
 5. Directing and managing project execution.
 6. Distributing information.
 7. Performing quality assurance activities.
 ITPM: Project Execution & Control
 Items Produced
 1.The risk and issue management responses plus corrective actions.
 2.The deliverables themselves plus work performance information.
 3.Change requests.
 4.Negotiation and influence to ensure appropriate staff are assigned.
 5.Motivation building and mentoring to ensure the team
 performance.
 6.Conflict resolution and problem solving.
 7.Procurements and contracts are negotiated and put in place.
 8.Organizational process assets are updated as a result of executing
 the project plan.
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 ITPM: Project Execution & Control
 Purpose
 Executing, monitoring and controlling project progress is important to detecting issues, problems and solutions early enough to quickly get the project back on schedule so the objectives are still met.
 The emphasis of the Execution and Control Phase is to ensure that each deliverable achieves the desired results, in the designated period, within the designated cost, and using the specified allocated resources. To ensure the accomplishment of that goal, continuous supervision of the project is required. The project manager must ensure that
 all the plans leading up to this phase are in place, current and can be implemented as soon as the situation warrants.
 ITPM: Project Execution & Control
 Project Manager RoleThe project manager is responsible for controlling the project. He or she implements tracking and reporting processes, tracks the plan as it progresses and reschedules when needed to keep the project on track. During this phase the project manager is responsible for scope management. They will implement the change control process and manage the change control log. It is during this phase that customer deliverables are produced and the project manager is responsible for quality assurance and deliverable signoff. In addition the project manager is also responsible for executing the risk management plan and ensuring that risks have little or no unexpected impact on the project.
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 ITPM: Project Execution & Control
 Inputs• Project Team
 • Project WBS
 • Communication Plan
 • Risk Management Plan
 • Organization Chart
 • Responsibility Matrix
 • Project Notebook
 • Issues/Action Item Log
 • Status Reports
 • Project Schedule
 ITPM: Project Execution & Control
 Outputs
 • Current and Updated Project Schedule
 • Change Management
 • Quality Management
 • Phase Sign Off
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 ITPM: Project Execution & Control
 Step by Step Process1. Tracking2. Status Meeting3. Change Management4. Maintaining Quality5. Project Documentation6. Executive Review Meeting Facilitation7. Monitor and Control Project Risk8. Manage & Resolve HR Conflicts9. Adjust Schedules10.Troubled Project Process11.Complete the Phase Sign-Off12.Conduct Interim Project Review with Owner
 ITPM: Project Execution & Control
 Step by Step Process1. TrackingImmediately after management approval, a project baseline should be established. This baseline is the standard by which progress will be measured. Variances to the baseline may trigger implementation of contingency plans developed during the planning phase to keep the project on track. Once the project has begun, the project manager must have a way to effectively monitor the progress against the baseline. Many activities may be occurring simultaneously and may be difficult to control. In order to stay involved with all phases of the project, the project manager will establish a routine project review strategy and communication plan to ensure current, accurate and consistent progress feedback.
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 ITPM: Project Execution & Control
 Step by Step Process2.Status Meeting
 Project status meetings should be held by the project
 manager, as needed, to review schedule and budget
 variances, focus on short term milestones, address any issues
 and assign action items, and gain support for required scope
 or strategy changes. The frequency of the status meetings is
 dependent on the expectations of the project owner and the
 progress of the project. Each meeting should be documented
 and meeting minutes distributed within 48 hours of the
 meeting.
 ITPM: Project Execution & Control
 Step by Step Process3.Change ManagementIssues arise throughout the project that could cause change in scope to occur. Once a change has been requested, the project manager or the change originator should complete the Scope Change Request Form and the project manager shouldkeep the Scope Change Request Log in the project notebook.Scope change process includes;•Evaluation of Scope Change Requests•Assessing Scope Change Impact•Taking Corrective Action•Reviewing Status with Owner•Updating Project Plans and Schedule
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 ITPM: Project Execution & Control
 Step by Step Process4.Maintaining QualityThe project manager is responsible for obtaining feedback from the owners and/or other stakeholders to determine if the requirements have been met, hence quality is obtained. The primary method of obtaining quality feedback is to conduct regular quality reviews considering the followings;a.Quick Guide to Conducting Project Deliverable Quality Reviewsb.Quality Assurance Roles and Responsibilities c.Maintaining Project Process Quality
 ITPM: Project Execution & Control
 Step by Step Process5.Project DocumentationThroughout the project, the project manager will generate documentations and reports relating to quality issues and conformance. This will include the followings;a.Producing and Distributing Documentation b.Producing Project Reports
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 ITPM: Project Execution & Control
 Step by Step Process6.Executive Review Meeting FacilitationThe executive review meeting/presentation may need to be conducted every month depending on the visibility of the project. It is one of the most informative ways senior management of the company can review the overall progress and status of the programs/projects being worked on in the company. Because this meeting will be for higher executives in the company, additional items will need to be considered. Some of these include: •Appropriate Facilities•Invitation to Meeting•Materials
 ITPM: Project Execution & Control
 Step by Step Process7.Monitor and Control Project RiskRisk control is the process of continually sensing the condition of a program and developing options and fallback positions to permit alternative lower-risk solutions. Continuously updating the risk management plan is an important step in risk avoidance and risk control. Main processes of this step are;Implement Risk Avoidance ActionsImplement Risk Contingency Actions Report on Each Risk IssueMonitor and Analyze the EffectivenessPeriodically Update the List of Managed Risks
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 ITPM: Project Execution & Control
 Step by Step Process8.Manage & Resolve HR ConflictsDue to the temporary nature of the project itself, team members may experience conflicts within their functional organizations for their time, personality conflicts among the team, and conflict associated with the incredible industry growth. This is a natural occurrence resulting from the differences in the organizational behavior of individuals, the differences in the way that functional and project managers view the work required, and the lack of time necessary for project managers and functional personnel to establish ideal working relationships. The project manager should proactively work with the project team in an attempt to avoid conflict. Escalating the conflict to upper management should be the last resort for the project manager.
 ITPM: Project Execution & Control
 Step by Step Process9.Adjust Schedules
 The goal of this step is to provide enough information to
 accurately compare the present project status to the planned
 target. Actual dates are often reported carelessly, especially
 completion dates. This is true, because of the assumption by
 the person supplying the progress that it is only important that
 the work is reported finished. Accurate actual progress
 information is important for analyzing the current status of the
 project, but it is also important for historical project templating
 and benchmarking. Project managers should update their
 scheduling tool and project plans at least weekly.
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 ITPM: Project Execution & Control
 Step by Step Process10.Troubled Project ProcessA troubled project is any project that is behind schedule and/or over budget and/or is not meeting the requirements of the customer. The troubled project process has two purposes. •The first is to provide guidance in identifying symptoms that indicate that a project is headed for, or in trouble. •The second is to outline the process to bring a troubled project back on track.
 ITPM: Project Execution & Control
 Step by Step Process11.Complete the Phase Sign-OffProject Sponsors may require that large projects be broken down into phases or very specific milestones. Where this exists, Phase Sign-Off should be completed to gain complete approval and acceptance before proceeding to the next phase or milestone.
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 ITPM: Project Execution & Control
 Step by Step Process12.Conduct Interim Project Review with OwnerPeriodically a meeting should be arranged with the project owner to review the project schedule and other tracking documents and reports in detail since it is important to assure the project is progressing according to plan. As the project nears completion, all the loose ends will start to surface and the project manager may be faced with presenting bad news concerning time, cost, or quality. If project sponsor expectations have managed well throughout the life cycle of the project, then closure for the project will be much easier.
 ITPM: Project Execution & Control
 Earned Value AnalysisEarned value is an integrated planning and control tool and is essential for effective project control that performance is measured while there is still time to take corrective action. Although the earned value technique was essentially set up to track the progress of cost and time, in practice it is often more appropriate to track progress measured as earned manhoursand time. The following terminology must be kept in mind:The planned manhours are an estimate of how you intend to perform the work.The earned manhours are a measure of work done.The actual manhours are recorded on the clock cards.
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 ITPM: Project Execution & Control
 Earned Value Analysis – Earned Value Plan
 – Budget at Completion (BAC): This is the original cost estimate, budget or quotation, indicating the funds required to complete the work.
 – Budgeted Cost for Work Scheduled (BCWS): Also called planned value (PV) is the integration of cost and time or more commonly manhours and time to give the characteristic S curve, which forms the baseline plan.
 ITPM: Project Execution & Control
 Earned Value Analysis – Earned Value Status– Timenow: indicates up to what date the progress has been
 recorded.– Percentage Complete (PC): The PC is a measure of the
 activities performance and progress up to timenow and is required for the earned value calculation.
 – Budgeted Cost for Work Performed (BCWP): Also called earned value (EV), is a measure of achievement or value of the work done to timenow. (BCWP = PC x BAC)
 – Actual Cost for Work Performed (ACWP): Also called actual cost (AC) is the amount payable for the work done to timenow. It is the real cost incurred executing the work to achieve the reported progress
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 ITPM: Project Execution & Control
 Earned Value Analysis – Earned Value Forecast
 – Estimate at Completion (EAC): The EAC is a revised budget for the activity, work package or project, based on current productivity. EAC= ACWP / PC
 – The estimate-to-complete (ETC): The ETC is a useful figure for the project manager to compare the funds available with the cost-to-complete.ETC = EAC - ACWP
 ITPM: Project Execution & Control
 Earned Value Analysis – Earned Value VariancesVariance is the difference between planned and actual values.– Schedule Variance (SV): Is a measure of the time deviation
 between the planned progress and the earned progress measured in money units. (SV = BCWP – BCWS)
 Negative variance → The project is behind the planned progress
 Positive variance → The project is ahead of planned progress
 – Cost Variance (CV): Is a measure of the deviation between the earned value and the actual cost of works done.(CV = BCWP – ACWP)
 Negative variance → The cost is higher than the original estimate
 Positive variance → The cost is lower than the original estimate
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 ITPM: Project Execution & Control
 Earned Value Analysis – Performance Indices
 Performance indices are used to determine the status of the project.– Cost Performance Index (CPI = EV/AC) compares the work
 earned with the actual cost, if the CPI < 1 then the project is spending more than it is earning and will make a loss if corrective action is not taken.
 – Schedule Performance Index (SPI = EV/PV) compares the work earned with the work schedule, if the SPI < 1 then the project is behind schedule and if corrective action is not taken it will finish late.
 ITPM: Project Execution & Control
 Earned Value Analysis – Earned Value Curve
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 ITPM: Project Execution & Control
 Earned Value Analysis – Example
 Project
 BAC
 (1000$)
 PV
 [BCWS]
 (1000$)
 AC
 [ACWP]
 (1000$)
 EV
 [BCWP]
 (1000$)
 SV
 (1000$)
 CV
 (1000$)
 SPI CPI Project Status
 A 3000 1500 1200 900 - 600 - 300 0,6 0,8 Behind Schedule
 Over Budget
 B 1250 625 500 500 - 125 0 0,8 1,0 Behind Schedule
 Within Budget
 C 1500 750 900 750 0 -150 1 0,8 Within Schedule
 Over Budget
 D 1000 500 600 700 200 100 1,4 1,2 Ahead Schedule
 Underr Budget
 E 750 375 525 300 -75 - 225 0,8 0,6 Behind Schedule
 Over Budget
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