
PROJECT MANAGEMENT


AN INTRODUCTION
SOME TERMS AND DEFINITIONS
The management role -


to carry through, to completion, authorised tasks within budget and timescales.

The planning and control overhead is dependent upon

· the size of the task

· its technical complexity

· the application complexity

· the risk involved

· the resources available

The allotted project manager will have to decide upon the most appropriate planning and control structures.  Success will be measured against the ability to complete the project within budget, time-scale and to the required level of quality.

A project manager will require the following qualities -

· technical competence;

· persuasive communication skills;

· effective planning skills;

· powerful organisational skills;

· the ability to control;

· a sensitivity to the problems of change;

· the ability to manage team members;

· the ability to train new personnel.

The project manager role has five components.  The first is to review the business justification for the project in terms of preparing a cost/benefit analysis and present the justification for the project in report format.  The project must fit in with company policies, short and long term plans and strategies.

The second involves planning the project.  There should be a very clearly defined plan for the next stage of the project with less clearly defined plans for later stages.  These are called hard and soft plans.  

The third component is the most obvious one - controlling progress.  This will involve recording events, predicting completion and reporting progress to higher management.  It is very important that the project manager has a clearly defined reporting structure so that the reports prepared and presented as part of this component go directly to the correct person. 

The fourth component involves team management.  People are not easy to manage and tact will be necessary.  In a business environment, the manager will sometimes be responsible for selecting his team.  He will certainly have to ensure that all team members have the necessary training.  The team leader must also be able to lead and manage his team such that disputes are quickly resolved. 

The fifth and final component involves managing the relationship with the client.  This will necessitate planning client involvement, reporting progress and resolving problems.

Project management on a software project can be radically improved by

· concentrating on determining user requirements;

· particularly noting those fluctuating or uncertain user requirements that will require a flexible software solution;

· creating a development environment that is user-result-oriented;

· implementing measurement systems that directly relate all technical work to corresponding user-value and user-cost concepts;

· filtering user needs through suitable competent experts, so that the impossible is not promised to eager end-users.

SO WHAT ABOUT PROJECT MANAGEMENT IN PRACTICE?


Where do you begin?  

Planning
You start by setting down clearly the project terms of reference.  These are

· the aims and objectives of the project;

· the time and resource constraints affecting the project (e.g. assignment hand-in date);

· the reporting mechanisms that will be used to keep track of progress.

Once this is complete it should be possible to specify the phases, tasks and activities required to complete the project thus producing a plan of work that clearly identifies

· critical work elements;

· suitable check points;

· all party agreement;

· and names of who has been allocated to which task.

There is no point in developing a project management plan that someone in the team does not agree with - they will undermine it and throw everyone into chaos!!

The tasks specified should be accompanied by an estimate of how long it would take one person to complete that task together with an estimate of how many days/weeks it will take the allocated person (or people) to find that necessary time.  For example -


Task






Person 

Calendar









Days

Days


1.
Produce context and document flow



diagrams for existing system


2.0

2.9


2.
Produce first level DFD


1.0

2.2


3.
Produce second level, etc., DFDs

2.5

3.6


4.
Write process specs in structured

3.0

4.5



English


5.
Design & produce test data


3.0

4.5


6.
Code process specs



2.5

3.6


7.
Test programs




2.5

3.6


8.
System test




1.5

2.2


9.
Prepare presentation



1.0

1.5

(N.B.  The above figures are PURE GUESS WORK and should not be taken as any kind of guideline when planning your assignment)

A plan will not work unless progress is monitored against that plan.  By controlling progress, it will be possible to spot problems early on and revise your work plan accordingly.  It is suggested that the team should hold regular progress check meetings that are minuted.  These minutes can then form the basis for a work log, maintained by the team leader, that can then be submitted as evidence for individual effort, effective team management and project control.

Remember, failure to meet a deadline is not necessarily a hanging offense - so long as there are sound acceptable reasons for missing the completion deadline.

Team Structure
Within any one group of people, there will be different levels of skills available in all the necessary areas.  It is important to recognise that everyone in the group will have something positive to offer.  One may be a natural leader, another an organiser.  Someone will be particularly good at drawing DFDs, another at using a tool to produce them by computer.  Someone else will have good programming skills, another natural testing skills, e.g. they are good at "breaking" computer programs!!   As far as possible allocate tasks to team member strengths.

If there are team disputes, attempt to arbitrate amongst yourselves. Rule by consensus is the key.  However if warfare persists, refer the matter to a tutor for arbitration.  Be prepared to listen to each other's points of view.  Strong teams come where the members are prepared to both give and take.

It a team member is not contributing in the way required or expected by the team, don't be afraid to TELL HIM SO.  Sitting and complaining in little huddles will only undermine the team effort.

Demonstrating a Software System - or how to avoid the cry of - 


"It was working a minute ago!"
The purpose of a demonstration is to allow the team to show the assessing tutor the quality and completeness of your product.  It is also used to gain an insight into group involvement.  An excellent demonstration dominated by ONE team member, however competent, will earn a lower mark than an excellent demonstration at which all team members display their knowledge.   As part of your planning, identify and name exactly who will do what.  This will ensure that all the team members will know what their role is.

As with any other presentation, a demonstration needs to have a beginning, a middle and an end.  In broad terms these three sections should cover -


beginning



introduction of participating personnel



broad (and brief) description of original problem



broad (and brief) description of your software solution


middle



detailed demonstration of your software


conclusion



comments about possible areas for improvement



comments about possible future enhancements

During the middle part of your presentation, if you are aware of problem areas in your product - avoid them!!  Structure your demonstration tightly enough that interactive participation by the assessor is discouraged!  However if you are confident that your software is resilient, then by all means encourage the assessor to use the system.

If the worst should happen and something does go wrong - don't panic!  Avoid panic by planning in advance what the team will do if there is a problem.  Possible demonstration disasters that can be planned for are -

· no printer

· disk failure

· printer failure

· power failure

· software error

· computer malfunction

· missing data files

· missing data in existing files

· missing program elements

The most important things to remember are -


Always demonstrate to the STRENGTHS of your product


NEVER knock your product (there will always be someone else






  willing to do that for you!!)
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