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CHAPTER1

SOLUTION

1. The stakeholders are classified according on three attributes: power,

urgency, and legitimacy.

POWER
UNI

oo LEGITIMACY

Municipality Technical

Waregouse
Committee

&Co.s
shareholders

SUpermarket
workers

Firemen

Construction

& Co. Energy provider
Upper Supplie
management
SUpermarket,

Warehouse & Co. and
Construction & Co.
team members

" Nonstakeholder
Environment activists

URGENCY

UNI, Municipality technical Committee and Firemen are dormant stake-
holders. They have power, but not urgency or legitimacy. It is important to
be aware of them but there is no need for major involvement. Also the local
community can be considered a dormant stakeholder since it is not directly
involved in the project but in some cases can have sufficient power to affect
its execution.

The shareholders of Warehouse & Co. are dominant stakeholders since they
have authority. You must consider their interests during all the project and
maintain a good communication with them.

Environment activists are demanding stakeholders. They are not directly
involved in the project, they do not have neither power nor legitimacy,
but they only have urgency. They are annoying but not dangerous for the
execution of the project. For this reason, the project manager should not focus

too much on them but be aware of their presence since they can influence
other stakeholders.

SUpermarket Construction & Co. and the upper management are the most
important stakeholders because they have power, urgency, and legitimacy.
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EX. 11

In 2021 America’s cup is held in New Zealand. It's a sailing competition where
the former winner of the previous edition challenge other teams. The competition
is defined as follo
and the winner will race against the defender. Normally 7 regattas are held and
the one which win the most becomes the new defender. The Project management
of the event, Jim Schrute, is facing difficulties in managing stakeholders. He
wants to find out a way to classify them according to their power, urgency and
legitimacy and then define a correct communication plan with them. In the
following table the main actor and their characteristic are define and a score,
based on manager’s perception, is given to the 3 attributes.

once the challengers are identified they race between them

S

STAKEHOLDER | DESCRIPTION PlL|U

The former winner of the competition that initiate the
challenge to the Cup. In charge of defining location, boat
Defender | specification, rules, time. Overall it has a high decisional [ 1 | 1| 1
power but has to trade a lot with the other parties to be sure
of having someone to compete with

Different yacht club around the world that accepts the
challenge. Low decision concerning place and time of the
events but cooperate in drafting rules concerning boats
design. They invest a relevant amount of money to be
competitive and has a lot of sponsors to remunerate with the
results,

~

Challengers
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2. In relation to the Power-Interest Matrix the following matching can be
assumed:
«  Manage Closely: National Geographic, Climbing Expert, Censorship
Board, Personal Trainer
©  Keep Satisfied: Tanzanian Embassy
*  Keep Informed: Local Communities, Equipment Supplier, Local Guide
* Monitor: NatGeo Viewers

EX.13

Warehouse & Co. is a company based in Milan specialized in the design and
construction of warehouses. The company deals with both the structural design
of the storage system and civil design. The construction part of the civil works
is subcontracted to Construction & Co., which carries out the construction of
the civil works from the basement to the installation of the electrical system.
Warehouse & Co. has recently signed a contract with SUpermarket for the
construction of a new warehouse outside Milan, to serve all the supermarkets
in the area. The specifications state that a traditional class-based storage system
must be provided. Adopting the perspective of the project manager appointed
by Warehouse & Co. to guide the execution of the project, identify the most
important stakeholders you are going to deal with, and evaluate them.

The stakeholders involved in the project are:

*  SUpermarket

e Construction & Co.

¢ Team members of Warehouse & Co. and Construction & Co. (employees)
SUpermarket workers (people that will work in the warehouse)
*  Shareholders of Warehouse & Co.

Upper management of Warehouse & Co.

Environmental activists

e Civil material supplier (concrete, sand, etc.)

e Electrical material supplier (cables, connections, etc)

*  Metallic carpentry suppliers

e Lightning system supplier

e Local community

e UNI

e Firemen

Municipality technical committee

*  Energy provider
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PREFACE

Chapter five provides an analysis of the project financial perspective. It
encompasses analysis of the project cash flows and all the methods for developing
calculations of the project Net Present Value and Economic Value Added.
Chapter six aims to provide tools to support the identification and management
of project risks: any risk assessed and managed in the best possible way can turn
into an opportunity for the project.
The following chapter, the seventh, is dedicated to a hot topic in recent years:
Agile Project Management. Achieving project goals in an increasingly complex
and dynamic world is not easy. Therefore, we propose exercises that help to
understand the benefits of introducing change as a fixed variable in project
planning.
Finally, last but extremely important, chapter eight is dedicated to the
fundamental subject of monitoring the progress of the project in the execution
phase: knowing what progress has been made on the work allows to assess
the project team productivity and to re-plan the estimates to finish if there are
deviations from the baseline.
We hope this exercise book can be a guide to help you navigate your project
management journey to the best of your ability.
We would like to thank the students of project management courses of the
Politecnico di Milano (Italy), that have directly or indirectly contributed to the
design and production of this book with their questions, suggestions and fresh
ideas.
A special thanks goes to Professor Franco Caron that was our mentor in this
fantastic discipline.
Enjoy your reading!

Mauro & Costanza
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CHAPTER1

to be aware of these stakeholders, give them attention and consideration.
They are not interest in the outcome of the project but have significant power
over your ability to execute on time and budget. Also the energy provider
can be considered as an institutional stakeholder. Moreover, it is an indirect
stakeholder since the client that is in charge of making a contract with the
energy supplier.

SUpermarket, the upper management and Construction and Co. are the key
stakeholders of the project. SUpermarket is the company commissioning the
project, Construction & Co. is the company entrusted.
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They are highly salient stakeholders: the project manager must focus his
attention on these stakeholders in order to keep them informed and satisfied
all along the project.

Team members (employees) of both companies and are dependent
stakeholders. They are involved in the project, but they do not have high
power. You should consider their involvement because you can leverage on
their strengths to overcome project issues.

Personnel that will work for SUpermarket in the new warehouse are
discretionary stakeholders. They have legitimacy but no power or urgency.
They are involved in the project, but they do not put pressure on the project
manager, and you do not need to manage them closely. The energy provider
and the suppliers (civil material, electrical material, lightning system,
metallic carpentry) are also part of the category, since they are requested for
the execution of the project, but they do not have neither power nor urgency.

The stakeholders are classified in relation to the power they hold and the
extent to which they show interest in supporting or opposing the project.
According to their position, it is possible to define the type of relationship
which Warehouse and Co. might establish with them.

Ps
High KEEP SATISFIED MANAGE CLOSELY
Institutional stakeholders Key stakeholders
UNI SUpermarket
Firemen Construction & Co.
Municipality technical Upper management
committee: Energy provider
=
&
3
a MONITOR KEEP INFORMED
Marginal stakeholders Operational stakeholders
Lightning system supplier Local community
SUpermarket workers Warehouse & Co. and
Environmental activists Construction & Co. team
members
Material, electrical and
Low carpentry suppliers
)
>
Low INTEREST High

UNI, Firemen and the Municipality technical Committee have a high power
because they conduct inspections and release permits that are necessary
for initiating the operations in the new warehouse. It is therefore necessary

7
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CHAPTER1

ID | STAKEHOLDER | DESCRIPTION PIL|U
3 Sailors The heart of the competition. Champion all over the world ol1]1
that sails and allows the spectacle and the tradition.

Title the main sources of funds. Big economic involvement and
4 high return of image. Any bad consequences or any poor [ 1 [ 1|1
sponsors
figure will negatively affect its business.
Responsible of providing images and results of the races to
5 Media provide economic return to sponsors, teams and advertising. 1110
Their responsibility is to provide the spectacle all over the
world
The host of the event. They are responsible of managing
6 Local people and safety. Thanks to the event they will face a high RREE]
‘community return of image and money. They provide a set of rules to be
respected.
Weather conditions, safety for fauna and flora. The aim of
7 Environment the competition is to provide spectacle without ruining the | 0 [ 1| O
natural environment that host them
1. Locate the stakeholders into the graph provided and give explanation.

(see answer space)

2. Define the best communication plan and action to engage with stakeholders.

(Power interest matrix)

SOLUTION
1.

The model divides the stakeholders according to the number of attributes
possessed and the type of attribute.

«  One attribute = latent stakeholders

«  Twoattributes = moderate salient stakeholders

*  All attributes = salient stakeholders

A) Stakeholders 1, 4 and 6 can be identified as a definitive stakeholder
that possess all the 3 attributes. Managers gives priorities to their needs
respect to all the others.

B) 2 and 5 are dominant stakeholders. Dominant stakeholders have some
formal mechanism in place that acknowledges the importance of their
relationship with the firm.

©) 2is a dependant stakeholder who lack power but who have urgent
legitimate claims as dependent, because these stakeholders depend
upon others

D) 7isa Discretionary stakeholder. It possesses the attribute of legitimacy,
but they have no power to influence the firm and no urgent claims.

Consequently, the positioning of the stakeholders in the matrix will be done
as follows:
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It's important to remark that if those activities are not carried out, the h‘ip cannot
start. Aside from those work packages, in order to prepare the members of the
troupe, the travel agency is also contacting a Personal Trainer that will train them
in scheduled and periodical sessions until one week before the departure (he will
chose the fittest members for the most intensive tasks). Once on site, the members
will be followed by a Local Guide that will show them around the country and
the different Local Communities which will be shown in the final documentary.
After a month of production post the return, National Geographic will be

CHAPTER1

releasing the documentary to its Viewers on its website.

1. By understanding which of these stakeholders have Power, Legitimacy,

Urgency classify them in the right category.

2. By referring to the Power-Interest Matrix how would you place the

stakeholders? If necessary, make your assumptions.

SOLUTION

1. The following table can be defined:

Stakeholder

POWER

LEGITIMACY

URGENCY

National Geographic

X

X

X

Expert Climber

‘Tanzanian Embassy

Censorship Board

Supplier

<[> [ |>

Personal Trainer

Local Guide

NEIEIEIEIEY

Local Communities

Natgeo Viewers

And the following stakeholder type definition can be assumed:

Stakeholder TYPE OF STAKEHOLDER
National Geographic DEFINITIVE
Expert Climber DEPENDENT
Tanzanian Embassy DEFINITIVE
Censorship Board DEFINITIVE
Supplier DEPENDENT

Personal Trainer

DISCRETIONARY

Local Guide

DISCRETIONARY

Local Communities

DEMANDING

Natgeo Viewers

NON STAKEHOLDER (FOR INTERTRAVEL)
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LEGITIMACY

Dormant 7

Stakeholder

2,5
Dominant
Stakeholder

Discretionary
Stakeholder

Definitive
Stakeholder
1,4,6

Dependent
Stakeholder

3

Dangerous
Stakeholder

Nonstakeholder

Demanding
Stakeholder

URGENCY

2. Using Power interest matrix is possible to define 4 behaviour to adapt
with stakeholders. According to the stakeholder’s power and interest I will
manage in a different way the relationship. In this case all the stakeholder’s
shows high interest in the event so for all the minimum is to keep them
informed. Concerning the defender, the challengers, title sponsors, media
and community, since they have high power, they need to be managed closed.

EX.1.2

INTERTRAVEL is a company organizing a trip to the Kilimanjaro area on behalf
of the National Geographic, which is deciding the locations of the filming and
giving an approximated timeframe. In this complex organization, the company
generally consults experts of the target area and, in this case, contacted an Expert
Climber which will be fundamental in shaping the concatenation of activities.
The trip has been set to start in a few months, In which the member of the project
team need to carry out the fundamental preliminary tasks.

Indeed the activities regard the issuing of visas at the Tanzanian Embassy, and the
request for filming permission to the Tanzanian Censorship Board. Of course, also
ordering the right equipment is a necessary task for the correct execution of the
excursion. This is done by contacting a trustworthy Supplier that already worked
with Intertravel in past projects and traditionally respected contractual duties.

3
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PREFACE

Everyday life is characterized by the continuous alternation and co-presence of
repetitive and non-repetitive activities of short and long term. This book focuses
on the use and implementation of useful tools, techniques, and suggestions to
manage projects (non-repetitive activities).

Each time that we manage a project, we need to apply knowledge, techniques,
and tools to maximize the efficiency and effectiveness of ourselves, our teams
and all the stakeholders involved in the project.

The goal of this book is to support the learning process of tomorrow’s project
managers with examples, exercises and case studies that can be used as a
reference for professional activities.

The book was created with teaching purposes for graduate and post-graduate
students, but it is open to everyone who recognize the importance of a robust
methodological reference to cope with the challenging world of project
management.

Eight chapters, which cover the main methods used to guide project management
activities, are presented in this book.

The first chapter is dedicated to stakeholder management, one of the most
relevant issue when managing projects. There is no project whose success is not
determined by having set a good level of stakeholder engagement. We therefore
propose some techniques that may be useful in mapping and engaging those
who are “directly or indirectly impacted by the project”.

The second chapter is dedicated to Systemic Planning. It describes the use and
application of S-curves, a fundamental tool for both planning and controlling
project progress. The third chapter analyzes Detailed Programming: it therefore
examines reticular programming in the planning phase. Managing critical
activities and knowing the main methods to cope with constraints imposed by
the scarcity of resources is fundamental for a real project manager. The fourth
chapter analyzes the probabilistic approach to scheduling: it is not always
possible to assume that the duration of one or more project activities can be
defined with certainty.
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CHAPTER 2

cumulative physical progress is the integral of the rate of progress:

%-20% d, =8 months
dy-5%=70%  d, =14 months
% Z10%  dy=4months

therefore the duration of the entire project will be 26 months.

Cumulative physical
progress (%)

100%
o0

0 8 2

8 months 14 months 4 months

Progress rate
(% / Month)

5%

6 Time (Months)

8 months 14 months 4 months

EX.2.2

22A

5 3 22 26 Time (Months)

The expected duration of a project is 24 months. Using the trapezoidal

approximation, determine the rate of progress at steady state and the expression
of the cumulative progress curve in the 3 different sections, knowing that the
central phase, whose duration is estimated at 16 months, is to be reached at the

5th month from the start of work.
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EX. 21

Assume that the rate of progress of a project can be represented by trapezoidal
approximation. Determine the duration of the project knowing that the steady-
state rate of progress (5% per month) is expected to be reached at 20% of
cumulative physical progress and the deceleration phase is expected to begin at
90% of cumulative physical progress.

SOLUTION

Considering the 3 typical phases of the trapezoidal approximation, initial
acceleration transient, steady-state period with constant rate of advance, and
final deceleration transient, we have:

D =dy+dy+ds
where:

D =duration of the entire project

d; = duration of the initial transient

d, = duration of the central period

d; = duration of the final transient
It is possible to determine the duration of the 3 phases using the cumulative
physical progress information at the phase changes, considering that the

9
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SOLUTION

Consider:
d; = 5months = duration of the initial transitional phase
d, =16 months = duration of the central period
d; = 3months = duration of the final transitional period

The rate of progress at the end of the project is determined by imposing that
the cumulative progress at the end of the project assumes a unit value. The
cumulative progress at the end of the project takes on the following expression
as a function of the steady-state rate of progress, denoted by z:

5_:+1evz+3TZ:1 2=5% monthly

The expression of the cumulative advancement curve is determined by
substituting appropriate values into the following equations, obtained by
imposing continuity of the representative advancement and rate functions in
the interval (0, 1):

%Xz per 0<x<k

y= RX—? perk<x<n

R . R ROC-kntk) pern<x<1
2An-1) 2(n-1)

where:
k =end of the initial transient and beginning of the middle period
n =end of the central period and beginning of the final transient

2

R=R(n k)= g

Itis possible to define the following expression of the cumulative progress curve
(y) as a function of time (x):

2.88x2 per0<x g2

24
5 21
=112x-0.125 er — <x <
¥ L 24

—4.8x2 +9.6x-3.8  per % <x<1





