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Marking Criteria:
 We expect the learners to write minimum one well expressed point in three lines against each allocated mark. This means one needs to write 15 lines with 5 well expressed points to get high grades for a 5 marks question.

For high grades use examples and illustrations where appropriate. 
	1.  i)  The input for creating activity lists includes the following:

          Scope statement- This is the description of the work required and only the       work required to complete the project.

WBS- This serves as a major input in the creation of the activity list. It is a deliverables orientated collection of project components and not a collection of activities to create the deliverables.
Expert judgement-This allows experts to influence decisions in regard to the required work packages.

Assumptions- This outlines what assumptions have been identified for the project work.  For example, consider the acceptable weather, the availability of resources, and time allotted for completion of the project.

Constraints- This outlines what restrictions are imposed on the project manager and the project team, Example of constraints are the required quality of metrics, whether there a deadline for the project and a predetermined budget. 

Historical information- is proven information on which the project manager can rely to create activity lists.
 ii) The Arrow Diagramming Method (ADM) approach to activity sequencing uses arrows to represent the activities. The arrows are connected to nodes. This method:

· Schedules these tasks or activities in the most streamlined way possible.
· Explains the required order of tasks within a project.
· Clarifies and comes up with the best schedule for the entire project.
· Identifies resource problems and feasible solutions.

· Identifies the interdependency between tasks so that a visual representation of exactly what to accomplish first before moving on to subsequent activities is possible

                    ADM only uses finish-to start relationships. 

                How it works:
               [image: image1.emf]
               Fig 1 Using the arrow diagramming method
· Each arrow represents an individual task which needs to be allocated resources both human and tangible for execution. It is also important to note that the base of an arrow represents the beginning of the particular activity and the head represents the end.
· The time taken to execute the activity is estimated by the length of an arrow.
· Nodes are the circles marked 1, 2, 3 and 4 and are defined as occurrences which are generally the output or the product of one or more activities. The nodes are not be allocated resources nor do they require any schedule time for execution.
iii). Network diagrams visualize the project work. It shows how the work will move from beginning to completion and the relationships of the work activities. The flow of the project work can be visualized after the activity list has been put into sequential order. 
Thus the project network diagram (PND) illustrates the relationship between the work packages and the flow of the project work.

Iv). Decomposition describes the process of subdividing project deliverables into smaller more compact and manageable components until the work and deliverables are defined at the work package level. It is the key to success in creating a professional WBS and can save time in the long run.
v). How does a project manager decompose project components?

Decomposition of project scope generally involves the following activities:

* First of all information involving the project deliverables are gathered and analysis of related tasks is carried out.
* Secondly the development of work breakdown structure (WBS) takes a top down approach. 
* Thirdly the decomposition of the upper WBS levels into lower level detailed components is done.
* Fourthly is the  Identification of  each work package & WBS components with unique code, and then verification if the degree of decomposition of the work is necessary and sufficient
* It is important to note that the No. of Levels of WBS need not be same for all deliverables

Once the project has been broken down into the smallest tasks, then work packages can be created
      vi).   Outline the factors that can affect a project’s length.
Activity lists- This are the work elements necessary to create the deliverables.

 Assumptions- This need to be identified since work estimates may be

Influenced by the assumptions. 
For example, the team may be operating under an assumption that the project must be completed within one calendar year.

 Constraints- An example of a constraint is a deadline. This may influence the estimates. 

 Resource requirements- If two people perform a task that may take 8 hours if done by one person, it will definitely take a shorter time. However there are some tasks which will take the same amount of time regardless of how many resources are assigned, for example installing a computer operating system. 
Resource capabilities- This looks into the abilities of the project team members. For example a senior architect may be able to complete a task faster than a junior architect. 

Duration vs. Effort- This applies to tasks such as unloading a freight truck which may take less effort if more people perform the task. However certain activities have a fixed duration and are not affected by the amount of labour assigned to the task. For example, installing a piece of software on a computer will take the same amount of time regardless of whether one or two computer administrators/are attending to the task.

Historical information-This can originate from project files of other projects within the organization, from Project team members who may recall information on the expected duration of activities. 

Risk Identification- Durations of risks need to be estimated before they are sequenced into the schedule in the proper order.
Expert Judgment- This can be used by project manager and team to predict the duration of project activities. 
        vii)  Define the term ‘activity sequencing’. What are the inputs for activity    sequencing?

Inputs to activity sequencing are :

· Activity list: This list is the list of actions needed to complete the project deliverables.
· Product description: This is needed since it may have an effect on   the sequence of events. 

· Mandatory dependencies: These dependencies are the natural order of activities. The relationships are known as hard logic. E.g. You cannot start constructing a house unless the foundation is in place.
· External dependencies: These are those dependencies that are beyond the project’s control. E.g. decision of a lawsuit
·  Discretionary dependencies: These are basically the desired order of activities. They allow activities to take place in a preferred order because of best conditions, practices that are unique to the project work, or external events. Project managers should make their own judgments when using these relationships and document the logic behind the decision. 
· Milestones: These must be considered and evaluated when sequencing events to ensure that all of the work needed to complete the milestones is included.

viii)    Apart from the duration of activities, other factors can affect a project’s time are resource requirements. These includes:
· Effort which is the labour applied to the task. More workers may imply fewer hours to complete a task.
· Smart people- Without the right people in place performing the right tasks, any strategy and plan have the potential of completely falling apart. All the people involved   must have commitment to the group, share similar visions for the projects and strive for overall success.
· Smart planning- Proper planning helps teams meet deadlines and be organized.  All stakeholders need to be on board during the planning process so as to be in the know of which direction the project is going to go. 
Other factors are:
· Assumptions- For example, we assumed that the vendor was honest when saying that the equipment will be delivered by October 2. 
· If this is not documented and shared these assumption may cause, trouble when the vendor doesn’t live up to his commitment.
· Constraints- For example You've hired a consultant who is only available on January 3rd. You've enrolled your project team in a training class on January 20. This can be summed up as project constraints. A constraint is anything that restricts project options.
· Open communication- When working within a specific timeframe, it is important that the team members remains well-informed. Communication is the best way to prevent problems from occurring and resolve issues quickly.
· Careful risk management- it is important to have in place plans for the risks that the project could face. All key stakeholders need to be in the know of the risk log in place and know where they can find it so that in case something happens, then the team can quickly resolve the issue with the management plan that has already been set in place. This creates confidence to team members facing project risks and helps the clients feel comfortable with the project’s progression.
· Strong project closure-A project without a strong closure, has the potential to continue to consume resources. The project team needs to agree with the customer that all critical success factors have been met. Confirmation of the project delivery, testing, and release must be agreed upon and signed off. 
ix.   Time - related risks that can be  involved in a project are as discussed below.

No matter how well planned your project schedule may be, there is always the possibility for delay. An example of a delay is Delays by vendors sending equipment needed to complete the project is a risk related to time. 
This is because this risk may throw the project of schedule and the additional time needed to find, purchase and ship the required equipment may add extra time to the project. 
The response to this kind of risk may be to secure an alternative vendor who charges slightly more for the same equipment but has it in stock. 
2.         AS the  project manager for a large construction project Whose  objective is to

construct a set of outbuildings to house the Olympic support team that will be arriving in in the  city 15 months from the project’s start date, time is the primary constraint for this project because the date cannot be moved. The resources are available e.g. a budget of $18 and resources can easily attained. 

Solution - a. Time, because the date cannot be moved

3.            Explain Precedence Diagramming Methods of arranging project work
               This is the most common method of arranging the project work visually.  The PDM places the activities in boxes, called nodes, and connects the boxes with arrows. The arrows represent the relationships and the dependencies of the work packages. Below is an illustration:
[image: image2.emf]
Fig 2 Precedence Diagram Method (PDM) 
· Start-to-start (SS): This relationship implies that Task A must commence before Task B can start. It allows both the activities to occur in tandem. For example, a crew of painters is painting a house. For example you must first scrape the flecking paint off the house and then  prime the house but not all scrapong need to be done, just some of it.
· Finish-to-start (FS):This relationship means that Task A must finish  before Task B can can begin. This is the most common relationship. For example the foundation must be set before the framing can begin.

· Finish-to-finish (FF):This relationship means that Task A must be completed before Task B is completed. However this is not always the case, ideally, two tasks must finish at exactly the same time. For example, in managing a project to redesign a new web site. To promote the new webpage your organisation will send out several postcards to current and potential customers. The project plan requires that the final modifications to the web site and the postcards arriving at your prospects' offices finish at the same time. 
· Start-to-finish (SF): This relationship is also known as just-in-time (JIT) scheduling. It is unusual and is rarely used. It requires that Task A be started in order that Task B might finish. For example you're a manufacturer of plastic cans. Their isnt enough room on your shop floor for an infinite amount of plastics, so plastics are only ordered  when supplies are  running low. The depletion of plastics by current activities dictates when more plastics can be ordered so that more plastic can are created in the bottles in the future. 
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