MEMO
DATE:

9/12/04

TO:

Tony Filipovitch

FROM:
Ken Ondich

RE:

PERT Memo
The topic of this memo is the Program Evaluation and Review Technique (PERT) and Critical Path Method (CPM) of project management.  This assignment studies and analyzes a mock project management scenario that a City Planner might face while using the Microsoft Project program to evaluate the work assignments.  I will evaluate a traffic study project using PERT and CPM with the use of three employees with full devotion to the project with an associated analysis of the probability of completion of the project by a certain date.  Secondly, I will study the project after “crashing” it with additional resources to cut down on the total project time.  I will finally provide an analysis of the difference between the project before and after “crashing” it and whether to complete the project.  I am writing this memo to complete unit eight on PERT and Critical Path Method of Project Management.  

The project at hand is a traffic study of all intersections of town as requested by a city council member.  Both time and money are considerations when completing this study and only three staff members can devote full time to the project.  The council member requested to have the study completed in 7 days or less.  

I will first discuss the project with the planning department staff resources only.  The three resources available to the project full time are a new planner Ben Wilson, an experienced planner Jessica Allen, and finally a senior planned Adam Smith.  

Seven tasks were identified to complete the project. They are as follows with the assigned staff members
1. Identify Intersections (Adam)

2. Review Accident Histories (Jessica)

3. Perform Vehicle Traffic Counts (Ben)

4. Perform Traffic Controls Survey (Jessica)

5. Graph and Compare Accident Histories (Adam)

6. Graph and Compare Vehicle Counts (Jessica)

7. Identify Highest Risk Intersection (Milestone)(Adam)
With this set up, the critical path involves steps 1, 3, 6, 7. Please see the project file named “project_KO” for all the details.  98.67 work hours were identified as needed to complete the project.  With the different completion times input (such as optimistic and pessimistic), the project was expected to take 7.63 days to complete at a cost of $1,511.67.  This would not be considered a cheap project by any means and would be difficult to complete within the seven days that the councilperson requested.
When this project was input into the PERT Analysis Calculator (using only the critical paths) it was determined that the project would take 7.08 days to complete.  The probability of completion within 7 days was 43.79%.  When the completion time was lengthened to 8 days the probability of completion within that time jumped to 95.71%.  Please refer to “pert_attach_ko.xls” for the information.  It does not look likely that the project can be done as soon as it is needed with the limited planning staff resources only.
“Crashing” the project involves adding additional resources to reduce the duration of the project to get it done sooner (but not reduce the effort needed to complete it).  This is needed if the project is to be completed within the wishes of the councilperson who requested the data.  The two additional resources available are Debbie Roberts who will assist with step 3 and Sarah Mason who will assist with step 6.  Both workers could only devote 50% of their time to the project and since they earn high wages their services were used sparingly.  The addition of their help was able to drastically reduce the completion time of the project, but it did increase the costs of the project as well.  Please refer to the project file “project_ko_crash”.  It is interesting to note that the critical steps changed from 1,3,6,7 to 1,2,5,7 because the other steps that were previously critical could be completed before the previous non-critical steps.
The expected duration of the project dropped from 7.63 days to 5.79 days, a positive result of 1.83 days saved in time.  The cost of the project did increase from $1,511.67 to $1,631.67 for an increase of $120 dollars.  When looking simply at the cost savings for the project after it was crashed, it is a bargain to save 1.83 days for a mere $120 cost increase.  The councilperson may consider the data useless if not completed by the time he needs it so it would be a waste of time and resources if that scenario were played out.  Not only does it get the project done in less than seven days, but also it does not cost much when compared to the project as a whole.  It is imperative that the project is crashed.
My recommendation is that the project be completed per the request of the councilperson requesting the study.  Since the project is likely not going to be completed within the seven days that the councilperson requested using only planning department resources, it should be crashed to shorten the duration of the project.  The cost increase is only $120 and saves nearly two days on the completion date of the project.  Because the information may be useless if completed after seven days, it is vital that the project is completed in less than seven days.  The $1,631.67 project cost is not beyond reason and would provide valuable information for the city and councilperson.  Please refer to the “projectsummary_KO” file for the direct project comparison before and after crashing the project.
In summary, I have written this memo to complete unit eight on PERT and Critical Path Method of Project Management.  I completed a PERT and Critical Path Method analysis on a traffic study project.  I evaluated the project before “crashing” and provided an estimate of the probability of completion within less than seven days.  I also completed an analysis of the project after “crashing” and provided a comparison of the two options.  Finally, I recommended that the project be crashed because it would shorten the project duration and it would only cost an extra $120.
