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[bookmark: _Toc475656725]Part A: New Risk Assessment Matrix
The candidate provides a new risk assessment matrix, with substantial detail, that includes 5 current risks, which have a high likelihood of occurring based on details from the case study, addressing each of the given points for each risk.
	Risk
	Impact
	Likelihood of Occurrence (L, M, H)
	Degree of Impact
(L, M, H)
	Action Trigger
	Responsibility
	Response Plan

	Budget Overruns
	Will impact the ability to deliver project on budget
	H
	H
	Project Schedule and Analyzation should be done as soon as possible.
	Project Manager
	The CEO has indicated the possibility of removing the firewall expenses from the project budget and moving them on to the IT budget. Resource and Scope review could also locate other ways to tighten budget.

	Delays in obtaining computer equipment
	Will impact the ability to deliver project on time
	H
	H
	Locate new sources of computers
	Project Manager
	Contact original supplier to see if other alternative solutions exist. Locate new suppliers to bid on new rush order.

	Sever Weather Threats 
	Power outages could impact services and possibly damage equipment
	L
	H
	Notify Project Manager, who will contact vendors and IT dept.
	Project Manager
	Have hot standby locations for telecommuters. Have backup generators and UPS devices in-place.

	Home Internet Reliability and Security
	Lack of Bandwidth would cause bad or inconsistent connectivity. Poor Security could lead to lack of trust from customers.
	M
	M
	Ensure proper bandwidth for team members who are telecommuting and run virus scans on home machines.
	Project Manager
	Have training for all home users on troubleshooting bandwidth issues and install anti-virus and anti-malware solutions on home computers.

	Resource Allocation Threats
	Will lead to the inability to meet project commitments and company expectations
	L

	M
	During team reviewing phase identify proper candidates.
	Project Manager
	Ensure proper training in soft skills and troubleshooting skills. Screen and review team members to ensure they qualify for position.

	Poor Quality Control
	Very limited testing is begin applied.  Possible issues with software and hardware compatibility could arise.
	L
	M
	Ensure team member are aware on how to resolve compatibility issues.
	Project Manager
	Assign QA team to properly perform quality control on all the hardware and software.


[bookmark: _Toc475656726] Part B: Description of Metrics
The candidate provides an appropriate description of each of the metrics that would be used to comprehensively measure the project’s performance by using the metrics in conjunction with each other, with substantial detail as to how each metric is calculated.
	Metric
	Definition of Metric

	Planned Value (PV)
	The authorized budget assigned to scheduled work.

	Earned Value (EV)
	The measure of work completed based on the authorized budget.

	Actual Cost (AC)
	The realized cost incurred for the work performed on an activity during a specific time period.

	Schedule Variance (SV)
	The measure of work performed that is expressed based on the difference of the Earned Value and the Planned Value. (SV = EV-PV)

	Cost Variance (CV)
	The amount of budget deficit or surplus at a given point of time expressed as the difference between Earned Value and Actual Cost. (CV = EV-AC)

	Budget at Completion (BAC)
	The total of all budgets established for work to be performed. 

	Estimated at Completion (EAC)
	The expected total of completing all work expressed as the sum of actual cost to date and the estimate to complete.


[bookmark: _Toc475656727]Part B1: Justification of Metrics
The candidate provides a logical justification, with substantial support from the case study, of why the particular chosen combination of metrics would be appropriate to use for the project.
	Metric Justification

	The original Xemba translations project was started with another Project Manager who had created a Project Charter and a Project Scope Document that contains a detailed Work Breakdown Structure (WBS) along with detailed costs, schedules, and the constraints of the project. The project began on January 2nd and was scheduled to be completed 123 days later on June 25th.  Due to a new Project Manager taking over at day 76 of the project, a new budget and cost analysis will be needed to determine the current status of the project. 

This will involve determining the Planned Value (PV), Earned Value (EV), and Actual Cost (AC) of the project. This will be obtained by using the current Work Breakdown Structure and the Project Scope Document. Once these values are ascertained, they will be used to calculate the Schedule Variance (SV) and Cost Variance (CV) to determine any slippage in the schedule and/or budget. Finally, to determine the actual amount the budget is over/under the Budget at Completion vs the Estimated at Completion will need to be calculated. This will allow the Project Manager to identify ways that the project can be completed on time and under budget. These metrics are being used as opposed to complex formulas since the project is relatively small and can be easily managed by totaling values at major phase markers of the project.


[bookmark: _Toc475656728]Part B2: Current Performance
The candidate provides a logical discussion, with substantial detail, of the candidate’s interpretation of the project’s current performance, including analyzing past performance and estimating future performance based on correct calculations, using the chosen metrics in Part B.
	Budgetary Values to Determine Current Performance

	Task #
	Task Description
	Budgeted Amount
	Actual Cost
	Adjusted Budget
	Earned Value
	Remaining Cost

	1.0
	Computer inventory
	$25,021.43
	$27,715.16
	$27,715.16
	$25,021.43
	$0

	2.0
	Technical Support
	$11,500.00
	$9,313.33
	$11,380.00
	$9,384.00
	$2,066.67

	3.0
	Computing Support
	$11,310.00
	$10,365.00
	$13,500.00
	$8,097.00
	$3,135.00

	4.0
	Document Servers
	$18,954.00
	$13,658.00
	$20,148.00
	$12,503.40
	$6,490.00

	5.0
	Shared Drives
	$17,844.00
	$12,733.20
	$20,224.80
	$10,293.60
	$7,491.60

	6.0
	FTP Sites
	$42,320.00
	$16,181.33
	$43,133.33
	$15,282.40
	$26,952.00

	7.0
	Firewalls
	$31,800.00
	$7,320.00
	$31,320.00
	$7,800.00
	$24,000.00

	8.0
	Web-based Meetings
	$14,580.00
	$15,300.00
	$24,480.00
	$5,400.00
	$9,180.00

	
	Totals
	$173,329.43
	$112,586.02
	$191,901.29
	$93,781.83
	$79,315.27



	Current Performance Calculations

	Performance Metric
	Value
	How Values Were Calculated

	Planned Value (PV)
	$173,329.43
	The Budgeted Amount through 76 days.

	Earned Value (EV)
	$93,781.83
	The Earned Value Amount through 76 days.

	Actual Cost (AC)
	$112,586.02
	The Actual Cost amount through 76 days.

	Schedule Variance (SV)
	-$79,547.60
	EV – PV ($93,781.83 - $173,329.43)

	Cost Variance (CV)
	-$18,804.19
	EV – AC ($93,781.83 - $112,586.02)

	Budget at Completion (BAC)
	$247,000.00
	The original budget of $173,329.43 in labor costs and $73,670.57 for computer devices.

	Estimated at Completion (EAC)
	$279,771.86
	The adjusted budget of $191,901.29 in labor costs and $87,870.57 for computer devices.




[bookmark: _Toc475656729]Discussion of Current Performance
Budget values were totaled by using the current Project Scope Document to evaluate the current status of the project. As the project began on January 2nd, the project currently sits on day 76 of the 123 workday schedule. This puts the latest weekly status reports being delivered as of April 20th. The project is supposed to be 62% complete buy only 59% of the project has been completed. This means 41% of the project needs to be completed in the 38% of the allocated time remaining. 
Now that the budget amounts for the project have been defined, we can observe that both the Schedule Variance and Cost Variance have negative values which is deterministic in identifying that the project has observed major slippage in efficiency and cost. This was due to weather issues causing additional time needed to perform web-based testing, a fire at the computer supplier warehouse, and the need for the upgrade of an additional 12 computers in addition to the 35 computers that had been in the original budget. The additional $18,571.86 in labor costs and the additional $14,200.00 in hardware costs will lead to a difference of $32,771.86 between the projected BAC vs the adjusted EAC.
[bookmark: _Toc475656730]Part B3a: Problems Affecting Project
The candidate provides a logical discussion, with substantial detail, of how 3 distinct problems based on the B2 calculations could affect the completion of the project, other company projects, and the company as a whole. 
[bookmark: _Toc475656731]Inefficient Resource Scheduling
It is apparent from the numbers that the project is over budget and behind schedule. Proper resource scheduling could help in reducing the overall EAC. The first step would be to crash the FTP Tasks or assign additional resources. Kendrick has completed his projects and is available to help Zeke and Clemencia. Since Kendrick is a less expensive resource an additional $3,000 in cost and six days in time can be realized.
[bookmark: _Toc475656732]Improve Team Efficiency
Several of our team members are being scheduled across many tasks which creates issues with quality, a competition for team member focus, unnecessary stress on team members, and possible time slippage of project tasks. We should start with creating a focused team of Kendrick, Jackson, and Ben to work on the Shared Drive tasks. We should have Valene focus on installing the Document Servers as this is her area of expertise. Phoebe and Jackson can work on Document Server tasks as well as pick up the Quality Assurance tasks from Valene. Finally, Marcel could be available to support on different tasks as needed.
[bookmark: _Toc475656733]Lack of Procurement Plan
As seen with the recent fire at the current computer supplier, the inability to quickly identify additional vendors to obtain the computers needed for the project is a major concern. In addition, since the purchasing of the computers is done outside the project management team, monitoring the procurement of the computers is difficult and could affect down-level tasks. To ensure project stay on time and under budget, a Procurement Plan should be added to the project so costs and schedules can be maintained.
[bookmark: _Toc475656734]Budget Adjustment Needed
As the project is and will be over budget, it will be necessary to further adjust the EAC to more closely align with the BAC. Currently there is difference of $32,771.86 between EAC and BAC. The CEO has already expressed his concern with firewall security and has mentioned that firewall expenses could be removed from the project budget and added to the annual IT Budget. This would bring our EAC vs BAC difference down to $8,771.86. This difference will be further reduced by assigning Kendrick additional tasks during the FTP phase of the project, leaving $5,771.86 in budget overruns. 


[bookmark: _Toc475656735]Part B3b: Recommendations
The candidate provides a logical discussion, with substantial detail, of a mitigation and/or removal strategy for the root cause of each of the 3 problems identified in part B3a so the project completes successfully and so future projects do not run into the same problems.
	Problem
	Recommendation

	Inefficient Resource Scheduling
	Assign Kendrick to help Zeke and Clemencia with the FTP tasks to save six days and $3000 of the project budget. 

	Improve Team Efficiency
	Create focused teams to work on specific tasks. This will reduce issues with quality, competition for team member focus, unnecessary stress on team members, and possible time slippage of project tasks.

	Lack of Procurement Plan
	Create a Procurement Management Plan to keep project on time and under budget.

	Budget Adjustment Needed
	Move Firewall expenses to IT Budget reduces budget overrun by $24,000. And additional $3000 is savings was realized by assigning Kendrick to work on additional FTP tasks.



[bookmark: _Toc475656736]Part C: Executive Summary
The candidate provides a formal executive summary, with substantial detail, for the project sponsor by concisely communicating the appropriately prioritized recommendations as related to the risk assessment from Part A and recommendations from Part B3b for both the project and the company as a whole.
[bookmark: _Toc475656737]Introduction
After taking over the telecommuting expansions project on day 76 of the 123 workday project, it was determined that the project was on schedule to be completed before the July 1st deadline. However, analysis did determine that the project was and is over budget. This was due to severe weather conditions that caused service disruptions during web-based testing, a warehouse fire from the computer vendor, and an unforeseen need for an additional 12 computers beyond the 35 budgeted computers. Improvements to both the schedule and budget can be realized through more efficient use of resources, re-allocation of the firewall budget to the annual IT budget, and creating better procurement processes. 
[bookmark: _Toc475656738]Summary of Recommendations
Currently there is difference of $32,771.86 between the estimated amount needed to complete the project and the amount originally allocated. The CEO has already expressed his concern with firewall security and has mentioned that firewall expenses of $24,000 could be removed from the project budget and added to the annual IT Budget. This would bring budget overruns down to $8,771.86. This balance will be further reduced by assigning Kendrick additional tasks during the FTP phase of the project, leaving $5,771.86 in budget overruns. Further analysis will be used to see if further saving can be found in re-allocating additional resources for the project.
[bookmark: _Toc475656739]Summary of Cost Performance
	Totals
	Budgeted Amount
	Actual Cost to date
	Adjusted Budget
	Earned Value
	Remaining Cost

	
	$173,329.43
	$112,586.02
	$191,901.29
	$93,781.83
	$79,315.27
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