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Pop Culture Analogies

Triple threat may refer to:

« Triple threat entertainer, an entertainment
industry term for an individual proficient in the
disciplines of acting, singing, and dancing.

Five-tool player

- In baseball, a five-tool player is one who excels g
at hitting for average, hitting for power, base- ’
running skills and speed, throwing ability, and
fielding abilities.

Source: From Wikipedia, the free encyclopedia
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http://en.wikipedia.org/w/index.php?title=Triple_threat_entertainer&action=edit&redlink=1

PM Culture: Triple Constraint

Triple Constraint

v Scope
v Schedule |
== COSt Quality

Cost b <_ Schedule

Source: Wikipedia

The art is in being well-balanced across all three concerns

The science is in excelling at managing all three with equal attention;
without tipping the scale on any one

Today’s Goal:

To motivate you to excel at managing all three! We will ask for
volunteers to share your challenging real life examples.
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What is the Business Priority

- Identify your business sponsor’s priority for their project
« Early in your project, eg: Project Charter or at Kick-off
- Ask them to Rank #1, #2 and #3

__Scope

_ Schedule

__ Budget

« This becomes your leadership barometer and helps in
decision making when directing your project

« The priority still must maintain the balance
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http://admin.weathertrends360.com/wp-content/uploads/2010/10/barometer.png

Relevant Research

Customer perception of IT Reason for IT projects being

project success less than successful
LessThan
Successful Cost

7%

Qutstanding Success
2304, Somewhat
Disappointing

17%

Functionality
33%

Quality
19%

Somewhat Successful Missed Schedule
53% 30%

Source: Gartner, Inc. September 2011, ID Number: G00216378
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MANAGING SCOPE
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Managing Scope

PMs must understand the scope of the solution
. Natural primary target for a PM to manage
. Functional Requirements: what functional capabilities are required
(priorities & revisit)
«  Non-functional requirements: Safety, Security, Reliability
- Design considerations
«  Stakeholder input

Best Practices
. PM has experience in the discipline (5+ years)
«  Definition and agreement of what is out-of-scope
«  Change Control process

Trlple Constraint PMs
Excel at controlling scope by understanding all requirements and are
adept at understanding the implications to the solution
-  Constantly scrutinizing for any substantial changes
«  Implications to schedule and cost
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Scope Management Considerations

Quality Dimension
« PM holds their team to high standards of quality

« A clear set of requirements and a well-governed
change-management process are the critical
ingredients to project success

Risk & Issue Management

« Testing may be expensive, but it's a lot cheaper to get
the requirements done right the first time




Scope Management Considerations

Communications

« Regardless of the technology used, governance and
compliance must be in place in order to properly
manage information in the enterprise
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Scope Mngt
Considerations

Source: PMBOK 4th Edition

Project Scope Management

5.1 Collect Requirements

A Inputs
1 Project chaner
.2 Stakaholder register

2 Tools & Techniques

1 Interviews

2 Focus groups

3 Facilitated workshops

A Group craativity techniques

5 Group decision making
tachniquas

£ (uestionnaires and surveys

.1 Obsarvations

£ Prototypas

3 Dutputs
A Requirements documentation
.2 Requirements manapement

plan
.3 Raquirements traceability
matrix
. I
5.4 Verify Scope
J Inputs

.1 Project management plan

.2 Requiremants docemantation

3 Requirements tracesbility
matrix

A Valideted deliverables

2 Tools & Tachnigues
1 Inspaction

3 Dutputs
1 Accepted dabverables
2 Change requests

| 2 Tools & Techniguas

LY .1 Variance analysis

3 Project documant updates
\

5.2 Define Scope

g Inputs
.1 Projest charter
2 Reguirements documentation
3 Drgenizationsl process assets

.1 Expart judgmeant

2 Product analysis

.3 Ahernatives identification
A Facilated workshops

A Dutputs

.1 Propect scope statament
2 Project document updates

_ y

1 Inputs

5.3 Create WES

.1 Project scope statemant
2 Requirements documentation
23 Orgenizetional process assets

a3

Toots & Technigues
.1 Decomposition

4 Dutputs
1 WBS
2 WES dictionary
3 Scopa baselina
A Project document updates

5.5 Control Scope

1 inputs
1 Project management plan
.2 Work parformance information
.3 Reguirements documentation
A Reguirements traceabiliny
mtrix
5 Drpanizational process assels

2 Tools & Techniquas

3 Dutputs

1 Work performance
MeraSwremants

.2 Drganizational process assats
updates

.1 Change requests

A4 Project management plan
updates

5 Prajest documant updatas

Figure 5-1. Project Scope Management Overview
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Scope Example: Money is no object

Project Charter Written
#1 Schedule was most important = time to market
#2 Scope was important
#3 Budget was less important

Top priority of a New Executive

Triple Constraint Project Manager

. Focused on scope during requirements elicitation

- Asked for priorities of requirements

. Negotiated with service providers to get as much scope as possible,
while delivering on-schedule, and allowing for additional capital
considerations

. Presented options to business sponsors to maximize scope while
delivering on-time and with varying budget impacts

«  Change Request for scope and cost refinements
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MANAGING SCHEDULE
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Managing Schedule

Anything and everything can affect schedule. Manage
stakeholder expectations from the beginning

Develop a “reasonable” schedule. Allow sufficient time
to do the job right (there’s usually enough time to do it
right, but seldom time to do it over)

Aggressive schedules increase risk of failure and allow
little slack. Save the “crashes” for the crises

Cutting other activities to “catch up” just kicks the can
down the road and causes other problems

If you didn't build it, be careful to verify and validate it
The devil is in the details. Sweat ‘em
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Managing Schedule

Review, Review, Review - based on actual or potential
events

Put the reviews in the schedule at key points

Put in the flags ahead of the critical points so you can see
when you're starting to deviate. Take action immediately.

Baseline the schedule and implement controls
Use your team to plan prevention/mitigation/implementation

Do a periodic comprehensive schedule scrub to verify risks and
update mitigation alternatives — make it iterative

Use the “rolling wave” on longer projects
« Avoid planning your detailed schedule too early
« Use a continuous process as you gain information
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Schedule Management
Considerations

Understand the factors that influence the schedule and
how to manipulate them

Look for root causes of slippages — correct them
Don’t cut key activities (e.g. testing) to “catch up”
Identify alternatives —other ways to get the job done?

Look for possible ways to adjust scope (customer
prioritization, incremental implementation) to handle
schedule issues

Look at your resources — Are there enough? Are the skill
levels appropriate? Are the tools OK?

Don’t be afraid to ask for help (not all PMs are scheduling
experts)
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Schedule Mngt
Considerations

Project Time
Management Overview

6.1 Define Activities

6.2 Bequence Activities

6.3 Estimate Activity

Respurces

A Inputs 1 Inputs A lnputs
A Scope basoline 1 Activey list A Aetivity lisz
2 Entesrprisa anviranmental 2 Activiey attributes 2 Retivity anributes
futinrs 3 Misagtona lat 3 Rosowca calandars
3 Organizationsd process assats A Projecl &cohe stabemant = A Enferprise anviranmental
th P 3 Taals & Tochnisus 5 Orpanizationsl process aesats hn‘fnr.: ol
[] ools & Te ] i
Source: PMBOK 4th Edition T B e 2 Tools & Techwigess $ Organizationa procsss assets
21 Roling wave planning 1 Pracedance diagramming 2 Tools & Techniques
3 Templates mtheaed (PO 1 Export jusdgmet
A Expen podgmant 2 Dependency determination & ARsmatives analysis
3 Applying lnads asd lags 3 Publishad astimating data
3 Outputs 4 Schadubn neteork tomalates A Bortnm-sp estimating
0 Actilty list 5 Project mprapament sofraarn
2 Metriity amriubes A Ouiputs
3 Milaghane e 1 Pregect schedule setwerk 3 Qutpuss
. . dlagrams 1 Aetivity rasnurcs requimmonts
.2 Project docusant ypdates 2 Pesourca hraakdown structure

6.4 Bstimate Activity

Durations

6.5 Develop Scheduls

3 Scheduie data

e

A Project documant updates

A qu:nls1 iy 6.6 Control Bohedule
2 Aciivity stiribetns ety ot
3 Activity repterca raquiremants jAM ttributng —1 .1 Inputs
A Resource caandars 3 P-nuu'a“m grhaded nabwork 1 Preject managamant plan
5 Project srope statamant : dlaa"‘“ 2 Project echedula
B Entespriza amironmental & Athity resource 3 Whrk performance indormation
Emctnn ermants A Orgenizational procass assats
7 Organizstians process Bsaets raquireman )
4 Rescurce calndss 2 Toole & Tachniques
2 Tools & Techniguas & Activity duration estimates 1 Perdormascs raviews
A Expert judgmant -1 Projact scopn stateeent I Variance anahysis
2 Analogous estimating A Enterpriza anvironmental 3 Project management solbwars
3 Paramatric estimating factors 4 Aagource laveing
4 Thiea-point estimates A Orgonicational grcess asiat 5 What-it scenario anadyss
5 Aeserve snabyss B Adumzting lesds and lngs
2 Tools & Techniques
2 Outguts .1 Seheduls netwark snakyss ': g:mm?n:i{mmw
.1 Agtivity doration esfimares .2 Crasical path methad :
2 Profert document updates A Crsical chain method 3 Outpeis
\ ~ 4 Rasource loveling 1 Work perioresnes
5 What-¥ scenaria anabysis memsrements
& Applying leads and lags 2 Dirgarizatisns] process aEsats
.7 Sechadula comprassion updates
B Scheduling tool 3 Change roquests
3 '1 - 4 mTE’mlnugnmzm plan
- rot schisdale P
2 &dm' basehing L 5 Projact document updates

A Prajact document updates y

Figure 6-1. Project Time Management Overview
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Schedule Example

Project moves to development - architecture done
« After 30 days, project is 4 weeks behind schedule
 New PM appointed
« Solution architect part time; skills issues
PM Actions
« Short, but intensive analysis (2.5 days) of issues
« Engaged senior management for resource assistance

« Changed skills/skill mix/resources on the project — negotiated with
other PMs/staffing agencies

« Implemented parallel activities and some “crashing”

- Negotiated with sponsor for some schedule relief/prioritization and
maintained close communication/coordination throughout

* Put the brakes on scope creep - got customer buy-in

- Reworked the schedule using realistic goals and careful risk
identification and mitigation

» Selectively applied skills training
« Made up the “lost month” in just over 6 months

« Future schedule deviation was negligible. Cost impact was relatively
small (margin decrease <4%)
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MANAGING COST
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Managing Cost

Project Cost Management includes the processes involved in
planning, estimating, budgeting, and controlling costs so that
the project can be completed within the approved budget.

Cost is the least-cited failure factor. We’re not off the hook though!

Setting Cost Expectations

Initial estimates anchor in the minds of project sponsors,
setting a psychological baseline. Use this technique to set

expectation up front:

Project Approval Estimate: Estimate represents 50% +/- of what the
project will cost at completion (EAC)

At the end of the Planning Phase: Estimate represents 30% +/- at EAC
At the end of the Design Phase: Estimate represents 15% +/- at EAC
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Managing Cost

Best Practices

Provide estimates using proven estimating techniques that
factor in risk.

Always communicate the following in project status:

v Current Budget Amount as well as Estimate to Complete , Estimate at
Complete, and Variance.

Identify and communicate the use of project cost contingency.

Triple Constraint PMs Know

Communication transparency specific to cost is key to
stakeholder understanding and decision making.

Poor resource management, inadequate demand management
and overloaded staff contribute unnecessarily to cost.

The CR process is essential to managing cost expectation.
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Managing Costs

Quality
 The manner in which you
manage and communicate
project cost weighs in on the
quality of your credibility as
a PM.
* Project quality control and

Less

assurance comes at a price. Visible

* Your approach to integrating
quality controls and
assurance should be
factored in your project
estimates (and should be
commensurate with the
project risk and
significance).

Fr_odur:t F_allure

/Time Lost Due To

Extra Operations
(Tour.h Up, Tnmmmg

Equipment Failures

Retrofit Cost Due to
Design Deficiencies
Rewriting operator

™,

!
Visible /_/ Overruns | pection \
by
Rush Delivery
Costs
Inappropriate
Job

Specifications \\

Ideal Time [~
Past Due
Recaivables
s

Excess ~

Inventory Complaint
Investigation

Lack of Cost
parts
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Cost Mngt

Considerations

Source: PMBOK 4th Edition

Project Cos
Management Owerview

— 4 Risk register

7.1 Estimate Gosts

1 Irguns
1 Srope baselines
2 Praject schediule
3 Hurman resauecs plan

5 Enterprise ernironimental
factors
B Dwganzational process el

2 Tools &Techniques
A Expert judgmert
2 fnalogous estimating
3 Farametric estimating
A Bottam-up estimating
5 Three=point estimates
/& FAeservs analysis
7 Costof quality
B Project management

estimating software

8 Vendor bid analysis

3 Ouiputs
1 Ativity cost estimates

2 Basls of estimates

3 Praject dooament upcaies y

L

7.2 Determine Budget

Inputs
.1 Activity cost estmabes

2 Baths of agtimates

3 Scope baseline

A Project SChedubes

£ Resournce calendars

/& Contracts

.7 Orgarizational process adsets

2 Tools & Technigues

.1 Cost aggregation

.2 Reserve analyss

3 Expart judgment

4 Historical relationships

5 Funding kmit reconcliation

.3 Qusputs
1 Cost perfarmance baseline
2 Project funding reguirements
3 Project document updabes

A Inputs
1 Project managemsent plan
2 Frogect funding requirements
3 Work performance information
A Organizational process assets

2 Tools & Technigues
.1 Earmed value management
.2 Farecasting
A Te-complete performance
indles (TCP)
A Performiznce reddiwd
.5 Varance analysis

/6 Progect managermwent softwane

A3 Ourputs
1 Wark peformanoe
MR EELPE TS
.2 Budget forecasts
3 Crganizational process asse(s

updates

A Charge fequests

& Project maragement plan
wpsd b

& Project dotument updates
L. -

Figure 7-1. Project Cost Management Overview
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- COMMUNICATION -
THE TRIPLE CONSTRAINT
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Reporting the Triple "Cs”

v" Status Reporting
v Change Request

v Issue Identification
v Risk Mitigation

Project Status Raport QuICcK Reference Gulde for Project Server 2010 m
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How Can You Excel at Managing
the Triple Constraint

« Apply the techniques discussed today

- Regularly review these PM fundamentals versus other
soft-skills

« Assess your strengths in the triple constraint, and work
on your deficiencies

- Ask for feedback from your business sponsor, manager,
team or peers

« Stretch yourself in 2012 by setting aggressive personal
objectives, measurements & metrics
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Triple Constraint PM "Drills”

Audience Volunteers

Give us your most difficult current or recent challenge
« 30 second description

Facilitators Responses

Audience Responses
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Summary

PMs who excel at managing all of the Triple Constraints
are a rare talent

Most of us have a natural strength at managing one of
the three constraints

The other constraint(s) should be your regular
development priority

Rock Star PMs set the highest quality standards in all
three while maintaining a proper balance

Techniques and experiences shared today can help you
Handout for reference
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Q&A
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