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Planificarea

Proiectului
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Planificarea proiectului

» Structura de alocare a activitatilor (WBS)
» Matricea de responsabilitati

» Planificarea activitatilor:
> reteaua de activitati
> diagrama Gantt

» Planificarea gestionarii riscurilor
» Planificarea gestionarii calitatii
» Planificare comunicarii

Obiectivele trebuie sa fie bine
definite si cuantificabile!
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Efectul planificarii

= With poor planning/controls in place

= With Planning

CcC O w o O

w O

The Cost of
Planning

Original
Target
Deadline

I
i
. The Cost of
Not Planning

\
\

Project Duration
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Costul planificarii

4

] h de planificare salveaza _______ ore
de activitati corectoare

1: 20-200

mhulea curs mp aut.utcluj.ro



Planificarea proiectului

» Constrangerile PM:
o Scop’ Planificare’ Buget ...........................................................................................................

» Raspundem la intrebarile:  Scope
- Ce trebuie sa planificam ? o
- Cum putem oferi flexibilitate ? 1“*-5.1
- Ce unelte folosim ? ; s
> Cum documentam rezultatele
planificarii ? f;"r H*-H
| Schedule ' Budget |
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Planificarea proiectului

» Ce trebuie sa planificam ?

1 - Product Breakdown Structure

4 PBS :
| Scope i '
b | 2 - Work Breakdown Structure

PR WBS
/ Y
3 — Estimate Effort | \,

and Duration ,J% "a\
£
& Y

,

/ \

| 4- Milestone Plan Schedule | Buﬁ;:lget g: 8 — Resource Plan l
i,

| 5 - Network Diagram |/ .| 9 —Cost Plan |

Resources 10 — Payment Plan

| 6- Gantt Chart
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Planificarea proiectului

» Ce trebuie sa planificam ?

Scope Schedule - Budget =

1- 2. [ 3a- 4. B- B- ||EEEEE B- || B 10 -
PBS || WBS || Estimate || Mile- || Metwork | Ganit || Assign || Resowce | Cost || Payment
Effiort || stone || Diagram || Chart || Resources || Plan || Plan Ptar
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Planificarea scopului
proiectului

Pasii 1 si 2




e
23y

4

LR R

Diagram || Chart

.-‘-
T B
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Structura produsului (1)

Product Breakdown Structure (PBS)

| Personal Computer

CPU | Keyboard | | Mouse | | Monitor | | Cables

(HDD = Hard Disk Drive
P5U = Power Supply Unit
CPU = Central Processing Unit)
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Structura de alocare a activitatilor (2)

Structura de alocare a activitatilor
eng. Work Breakdown Structure

Ce activitati trebuie sa desfasuram pentru a
obtine produsul descris in pbs?

Raspunsul: un set structurat de ‘pachete de
lucru’ (eng. Work Packages)

mhulea curs mp aut.utcluj.ro



Structura de alocare a activitatilor

» Abordari in definirea WBS:
- Abordare orientata pe livrabile (scop)
- Abordare orientata pe faze
- Abordare orientata pe functii
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WBS - orientare pe livrabile

I Fersonal 'Eunq:utHI
I
I I |
CPU| | Keyboard | | Mouse li:mlﬁrl
|_|F'l.l'l'.'hll-l I_{ ‘ |_| Fuchu:l
Monitor Cables

I@
EII

| DVD Drive




WBS - orientare pe faze

Personal Computer |
I
| |
' Definition Phase | | Planning Phase | | Implementation Phase | | Closure Phase |
! Piek up | Design | Manufacture _!_ Purchass Hand Product
~ EndUser's Mainkoard | = Mainboard Heyboard —  Owerto
Requiremernts _ | Customer
| Degign | Manufacture Purchase I
P3U § PEU _I_ Mougs | Closs the |
} | Project |
Design . Manufacture .| Purchase I
Heusing | Housing Manitar
| Plan the Contral the | | | Purchase
Praject Project Cables
| hhnutlht‘i | Purchese
Contract HOD
Purchase
DVD Drive
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WBS - orientare pe functiile
organizatiei

Personal Computer
|
.............. ) I — L | —
Project | System| | Purchasing || Manufacturing | System | | Installation
Management | | Design Integration | | & Service
| Plan the | Pickup || | Purchase | Manufacturs Test | Instan
Progect | End Usar's HDD Mainboard Camponents System
Requirements
| Contral the | | =—————==—"| | Purchass | Manufacture ||| Integrate Hand Product
Praject | || Dwesign DD Drive PSU System L Owerts
Mainboard ' Customer
| Clase the | m-ﬂ;- | Purchase : Hﬂul‘-::l:l e B
Project i Keyboard au i
Ll bt PEU End Uisers
fetan e m—— Furchage
| ﬂm?ﬂ | Deslgn | Mouse | Start
Heusing j Service
| Purchase
Mlondor
| Purchass
Cables
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Structura de alocare a activitatilor

» Cel mai important instrument
» Descrie in mod vizual activitatile si procesele

» Ce nu apare in WBS nu exista (nu li se pot
aloca resurse...)

» Esita numeroase tehnici de construire a WBS

» Se porneste de la nivelul cel mai general si se
detaliaza

» Numarul de nivele determinat de dimensiunea
proiectului
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Structura de alocare a activitatilor

» Daca se foloseste un PLC atunci fazele sunt
orimul nivel

» Livrabilele sunt organizate pe faze si
formeaza nivelul doi

» Nivelul cel mai de jos reprezinta activitatile
individuale

» Numarul de elemente terminale - maxim 200

» Activitatile pentru managementul proiectului
trebuie incluse in WBS
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Structura de alocare a activitatilor

Schedule _ Estimates

-. -4 Respons ibil ity
/» Matrix 1

[ Work Breakdown Structure /
I 1 1

= ™

| - —
S[u[a[a[u]als[a[a[alala[a]u]n r—

Plan

l Contingency

Plan 1

Progress
Reports

Project
Control
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Estimarea efortului
Pasul 3




Payment

10:-

Plan
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Estimarea efortului

» Metoda deductiva (top-down)

» Metode inductive (bottom-up)
- Metoda analizei variabilelor
- Metoda multiplicarii
- Metoda Delphi
- Metoda punctelor functionale
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Metoda deductiva (top-down)

» Se cunoaste costul total al proiectului

» Se utilizeaza experienta din proiectele
anterioare

» Se estimeaza proiectul curent similar cu
proiectele anterioare
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Metoda inductiva - analiza

variabilelor

» Effort = f(variabile de influenta, coeficienti de
corelare)

» “Develop hardware interface’
- Numar de persoane P = 4
- Numar de interfete S = 5
- Numar de blocuri functionale B = 4

» Din proiecte anterioare cunoastem coeficientii
de corelare (ex. cP=2.5, c¢S=2, cB=1.5)

» Efort = f(P, S, B) = cP*P + ¢S*S*S + cB*B =
=10+50+ 15 =
= 75 (working days)
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Metoda inductiva - metoda
multiplicarii

» Se divide work package in parti egale
» Estimam efortul unei parti
» Multiplicam

» Effort total = Effort parte * nr parti
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Metoda inductiva - metoda Delphi

» Pentru fiecare WP expertul estimieaza:
- Efortul pesimist
> Efortul normal
- Efortul optimist

» Se combina utilizand formula:

Effort =
(E(optimistic)+4*E(normal)+E(pessimistic))/6.
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Metoda inductiva - metoda
punctelor functionale

» Cunostinte anterioare despre proiect

» Expertul colecteaza datele si construieste
curbe functionale

effort ¢

33 ’JX

16 this curve is known,
from observation of

similar work packages
5 /
1 m EDD HDD num b-E'r :]f
lines of code
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Planificarea in timp a
activitatilor

Pasii 4,5 si 6




Budget

———
o

ik

il

882/

Resource
Plan

Cost
Plan

| Paymaent

10-

Plan
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Planificarea in timp - (4) termenele
limita

» Eng. Milstone

» Puncte de reper in proiect

» Focus pe livrabilele esentiale din proiect
» Ajuta la controlul progresului

» Asociat cu un task cu durata O
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Planificarea in timp - (5) diagrama
de retea

» Vizualizarea grafica a secventei logice de
executie a pachetelor de lucru si a termenelor
limita

» Ajuta la determinarea drumului critic

» Metode:

- CMP
> Pert

& |wpi1 |wpiz | WP 212 |
I[ WP 2.1 w221
WP 222




Planificarea in timp - (5) diagrama
de retea

Start
1 Sep 2010

PERT Chart Example

. Breadboard Manufacture
Design hardware S Release hardware hardware
12 Oct 9 Nov 9 Nov 23 Nov 14 Dec 28 Dec 28 Dec 25 Jan
2010 “"'“" 2010 ‘ ‘ 2000 |2"k5| “2010 2010 ‘z"‘““ 2010 2010 “““5‘ 2011
Formalize specs Design software Test hardware Complete software Release software
1Sep 12 Oct 12 Oct 23 Nov 23 Nov 14 Dec 14 Dec 11 Jan 11 Jan 18 Jan
2010 ‘6“‘"5‘ 2010 2010 2010 2010 ‘3‘““‘ 2010 | 2010 “"”‘5| 2011 ‘ 2011 | ™| 2011
Layout manual Finish manual Release manual Print manuals
12 Oct 2 Nov 2 Nov 30 Nov 30 Nov 7 Dec 7 Dec 4 Jan
2010 |3¥ks| 2010 2010 |*"*| “2010 | 2010 | 1"k | 2010 2010 || 2011
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Planificarea in timp - (6) diagrama
Gantt

» Vizualizare grafica a PL ordonate cronologic
» Gantt similar cu diagramele de retea

Amrmmssppesseess Ly

|
¢
]

\ 4
T

¢

R e
| =S

| E—
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Planificarea in timp - (6) diagrama

Gantt

= e
= e || Q0[O R L

(PRI SRR YRR TR VR VRN RN W I I I I I I I
(RS RN TR [ L TR R PR TR RN s R R R TR

=

Name

Eegin project
EDesign Phase
Prototype design
Test prototype
Frototype completed
EFinance Phase
Create business plan
Fresent 1o current inwve
Meet with bankers
Circulate plan w/ wenf
Megotiate with venture
Feach agreement
Create legal documem
Financing closed
EProduction Phase
Setup assembly line
Hire assemblers
Assemble first batch
Quality testing
Assemble product
Inwventory available
EMarketing and Sales P
Develop marketing ple
Create sales materials
Create adwvertising pla
Develop PR plan
Sales training
Start sales program
EDistribution Phase
Stock warehouse
Frocess orders

Duration

0 days
55 days
25 days
20 days

0 days
45 days
15 days

0 days

0 days

5 days
10 days

0 days
15 days

0 days
73 days

15 days| @

S0 days
3 days
10 days
10 days
0 days
30 days
5 days
25 days

15 days| @

15 days
15 days
0 days

16 days|:

7 days

[Oct 04

[Mowv 04

[Dec

[0 [o7r [14 [21 |28 [o% [11 [18 [25 [o2

|aug 04
15 [22 [29 |05 [12
$ 719

Fep 04
13 |26 [0z [0@ [16 [23

ci3 le&cm Addams [50%]

Bill Eirk;Scott Adams:

1001

T

[»

Howard Thompsor)

OIS OIL

IOINP SOIL

Howard Thompsor)
10/29
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Planificarea in timp - optimizarea

» Secventializarea PL in ordinea logica
» ldentificarea drumului critic
» Durata toala minima a proiectului
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Alocarea resurselor
Pasul 7




Scope Schedule Budget

4- | : : !

Mie- | Metwork || Ganit || Assign Resource || Cost
Effart stone | Diagram || Chart || Resources Plan Plan
e .
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Alocarea resurselor (7)

» Resurse umane
- Determinarea disponibilitatea
> Nivel de expertiza
- Personalitate
» Resurse materiale (unelte)
> |Interne
o Externe
» Pentru fiecare PL
- Detaliem activitatile (task-urile),
- Definim/pregatim specificatille
- Rezultate asteptate
- Constrangeri
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Planificarea bugetului
Pasii 8,9 si 10




Scope Schedule Budget -
1- 2: X 4- || 5- 6- 7= g- || 9- 10-
FBS || WBS | Estimale || Més- | Network || Ganit Assign Resource | Cost || Payment
Effart stone || Diagram | Chant || Resources Plan | Plan Plan
and Plan |
Duration |
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Planificarea bugetului

» Planificarea resurselor
» Planificarea costurilor
» Planificarea platilor
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Planificarea bugetului - (8)
planificarea resurselor

» Numar de persoane

» Gradul de incarcare

» Histograma de alocare a resurselor umane
» Diagrame similar pentru celelalte resurse

Al

40
35
30

1
‘“mmlﬂﬂﬂﬂé, ﬂ ! T LANAALAIL m

TTT e 1 13 T 1 1 TTTTTER T ®
1T 4 710 1.‘h1l? 19 23 25 28 31 4 AT 4043 45 2952 5558 61 64 67 TO 73 TG 79
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Planificarea bugetului - (9)
planificarea costurilor

» Alocarea ratelor orare pentru resurse

» Planul de cost distribuit pe durata de
desfasurare a proiectului
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Planificarea bugetului - (10)
planificarea platilor

» Stim sumele necesare pentru acoperirea
costurilor din (9)

» Putem deriva un plan de plati

» Planul financiar al clientului




Sfarsit
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