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9.5 Project Termination Review

A manager decides when a project should be terminated. As soon as a decision regarding project termi-
nation is taken, it is a good practice to conduct a project review meeting. Project termination reviews are.
important for successful. failed, as well as prematurely abandoned projects. The project termination review
meeting marks the official closure of a project. Project termination reviews provide important opportunities
to learn from past mistakes as well ses. By analyzing past mistakes the project teams can learn to do
ettr by improving their methods and practices. The project termination review summary report is not only
beneficial to the terminated project, but it can also benefit of other teams and therefore should be disseminated
across the organization. It is important to note that project termination need not necessarily mean project
failure or premature abandonment. A project may be terminated for a variety of reasons, including successful
completion of the endeavour. When it becomes evident that the project objectives cannot be satisfactorily
met, it often makes sense (o reach a nq_ulm\ul closure. On the other hand, an aborted project generally means
aloss for most stakeholders. According to a report, about 31% of projects are cancelled during the devel-
opment phase. Even a failed project should not be viewed negatively. It should be realized that wisdom is
required on the part of the project manager and the stakeholders to determine when it is desirable to terminate
a project otherwise it can only be a drag on the resources without achieving anything substantial

Reasons for project termination
Here are a few reasons why a project gets terminated before the natural closing date:

o Project is completed successfully and handed over to the customer.

o Incomplete requirements

o Lack of resources

o Some key technologies used in the project have become obsolete during project execution.

« Economics of the project has changed, for example, because many competing products may have
become available in the market.

Project termination process

‘The important a
follows:

ties that are carried out as a part of the project lermination review process are as

 Project Survey The objective of the project survey activity is to collect various types of information
pertaining to the project, without compromising the confidentiality of the respondents. An electronic
survey is usually very effective. The information is collected through a set of carefully designed
questionnaire that can bring out the important process and management issues, which have a strong
bearing on the success or failure of the project.

o Collection of Objective Information A critical aspect of the postmortem review is to collect various
project metrics. Real data helps to focus discussions on most crucial issues during the postmortem
review. The different types of metrics that are collected include the cost, schedule, and quality
metrics

o Debricfing Meeting A debriefing meeting is a preparatory meeting that helps to ensure the final project
review meeting focuses on the most relevant aspects. In this meeting, only the senior members of the
team participate. The debriefing meeting helps to obtain some direct feedback about the project from

the senior members of the team.
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by PRINCE. PRINCE stands for PRojects IN Controlled Environments. PRINCE2 is in the public domain,
and offers non-proprietary best practice guidance on project management. It is a de facto standard used
extensively in UK and also internationally. In contrast, the traditional project planning approach discussed

‘many other text books, and practised in many industries allows considerable flexibility in the steps to be
carried out, and the manner in which they are carried out. However, it should be clearly understood that all
our discussions in the subsequent chapters can be used in a traditional project management situation without
any loss of generality.

In order to illustrate the Step Wise approach and how it might have to be adapted to deal with different circum-
two parallel examples are used. Let us assume that there are two former Computing and Information
Systems students who now have several years of software development experience under their belts.

CASE STUDY
Example A: A Brightmouth College Payroll

Brigette has been working for the Management Services department of a local authority when she
sees an advertisement for the position of Information Systems Development Officer at Brightmouth
College. She is attracted to the idea of being her own boss, working in a relatively small organization
and helping them to set up appropriate information systems from scratch. She applies for the job and
gets it. One of the first tasks that confronts her is the implementation of independent payroll processing.
(This scenario has already been used as the basis of some examples in Chapter 1.) <

CASE STUDY

Example B: i Office Equi Annual Contracts

Amanda works for International Office Equipment (IOE), which assembles, supplies, instals and
services various items of high-technology office equipment. An expanding area of their work is the
maintenance of ICT equipment. They have now started to undertake maintenance of equipment of
which they were not the original suppliers. An existing application built by the in-house ICT department
allows sales staff to input and generate invoices for completed work. A large organization might have
to call out IOE several times during a month to deal with problems with equipment. Each month
a baich run of the system generates monthly statements for customers so that only one payment a
‘month needs to be made. The management of IOE would like to provide a service where for a single
annual payment customers would get free servicing and problem resolution for a pre-specified set of
equipment. Amanda has been given her first project management role, the task of implementing this
extension to the IOE maintenance jobs billing system.

The enhanced application will need a means of recording the detals of the items of equipment to be
covered by a customer’s annual maintenance contract. The annual fee will depend on the numbers of
cach type of equipment item that i to be covered. Even though the jobs done under this contract will
not be charged for, the work will be recorded to allow for an analysis of costs and the ity of
each customer and each type of equipment. This will provide information which will allow 10 t0 set
future contract prices at an optimally profitable level. At the moment, job details are only recorded
after job completion so that invoices can be generated. The new system will allow a central coordinator
o allocate jobs to engineers and the system to notify engineers of urgent jobs automatically via their
‘mobile phones. <

g

Numerous new examples of important
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of the software. Therefore. a version is a configuration that existed at certain point in time. More technically,
versioning is a numbering scheme that helps us identify a specific configuration at a certain point in time.
This is achieved by a configuration management tool by tagging the files resenting the configuration items
with the version name.

Revision A revision system is a numbering scheme that is used to identify the state of a configuration item
at any time. Each time a work product is updated its state changes. Thus, we can think of a work product
going through a series of updates till it reaches a desired state. The successive states of a work product are its.
successive revisions. Thus each time a configuration item is updated, a new revision gets formed. It becomes
possible to refer to a specific state of a work product by using its revision number.

Baseline A baseline is a software configuration that has been formally reviewed and agreed upon, and serves.
as a basis for further development.

Variant Variants are versions that are intended to coexist. Different variants may be needed to run the
software on different operating systems or on different hardware platforms. For example, one variant of
a mathematical computation package might run on Unix-based machines, another on Microsoft Windows
machines. Variants may also be required to be created when the software is intended to be used with different
levels of sophistication of the functionalities (e.g., novice version, enterprise version, professional version,
etc.). Variants are often created during the operation phase during the development phase, and as and when
software products with overlapping functionalities are required. Even the initial delivery of software might
consist of several versions and more variants may be created later.

Inthe following, we first discuss the necessity of configuration management and subsequently we discuss the
configuration management activities and tools.

Purpose of software configuration management

There are several reasons why proper configuration management of the work products in a project is essential.
The following are some of the important problems that can ocur if a proper configuration management
system is not used.

o Problems Associated with Concurrent Access Possibly the most important reason for configuration
‘management is 1o control the access o the different deliverable objects. Unless strict discipline
enforced regarding update and storage of different work products, several problems can appear. Let us
assume that only a single copy of a program module is maintained, and several developers are working
onit. Two developers may simultaneously carry out changes o the different functions of the same work
product, and while saving overwrite each other.

© Undoing Changes Tt becomes easy to undo some part of a revision or even rollback development to a
certain version. Unless proper configuration management system is in place. it becomes very difficult
10 undo a change.

® System Accounting System accounting denotes keeping track of who made a particular change 10 a
configuration item, what change was exactly made, and when the change was made. Knowing the
what, who, and when of changes will help in understanding why changes were made and whether
some changes are redundant or for comparing the performance of particular versions. It may at times

e required 10 rollback to a previ i if a change is not justified or is improper. Users may wish
to compare today’s version of some software with yesterday's version or last year's version. Since a
configuration management system keeps track of every version and revision, this becomes a simple
task.

us basel
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1.9 Stakeholders

These are people who have a stake or interestin the project. Their carly identification is important as you need
toset channels with them. Stakeholders can be categorized

o Internal 10 the project team This means that they will be under the direct managerial conirol of the
project leader.
. ” the project leader might need

o be negotiated.

o External 10 both he project team and the organization Extenal stskeholders may be customers (or
wsers) who will benefit from the system that the project implements. They may be contractors who will
carry out work for the project. The relationship here is usually based on a contract,

S| DT s of sk e et e nd o of e oo
1O Ros. Treerr the project leader s o recognize these diferent interests and o be able to reconcile
e mrags. | hem. For example, enduners may be concerned with the case of use of e new
mert preceiesand | appiication, whilethir managers may be more focused on Siaff savings. The projct
Soemm edy(1069) | leader thercfore needs to be a good communicator and negoriator. Bochm and Ross
Software Rk Manage- | proposed a “Theory W- of software project management where the manager concen-
ment. IEEE Computer

an interest in s success. (The "W stands for “win-win')

Thereand omat | roject managers can sometimes miss an important stakeholder group, s

e e o | - in unfamiliar business contexts. These could be departments supplying importani

i reatr dotal In services that are taken for granted.
hagter 11 on manag
ing pocple msofare | Given the importance of coordinating the efforts of stakeholders, the recommended

practice is for a communication plan to be created at the sart of a project.

EXERCISE 0

Idenify the stakeholders in the Brightmouth College payroll project.

1.10 Setting Objectives

Among all these saksholdesae those who ctully own he prjct, They contol e fsncin of e
th objetves ofthe prjet. The ojetves shoulddefine what (h proet tcam st

dentify the shared intentions for the project.

Objectives are the “post-con-
ditions" of the project. Informally sta following the opening.
words ‘the project will be a success f. ... Thus one statement in a set of objectives might be “customers can

There s often more
meet an objective and the more possible routes o success the beter.

New Appendix on Project
Management Tools

APPENDIX

B

PROJECT MANAGEMENT TOOLS

dssionally informaion d team members s well a5
em useof
lu\nm\brld\yux in these activiies, Examples of computational aci hich a tool

can also help a project manager cff »
charts. A tool can also help in regular collection of different types of

the project such as tracking important mile stones can help in revising the different types of charts based on
the and also in members over a web interface.

In the absence of automation support, a significant part o a project manager's time is wasted in mundane
activities. For this reason, it is very important for a project manager to make use of suitable tools. A large:
variety of project managemen ool ar sviable commerially s welus s (GPL) sftare Thes s

F sophistication, usability, and p touse

fora specific project, it is
by different tools. Broadly, there are two main categories of tools, viz., deskiop-based and web-based tools.

op-based tools can be used only on the computer on which it i installed, whereas  web-based tool
can be invoked from any computer in a network.

In the following, we review two commercial project management tools, viz. Microsoft Project and Oracle’s

Primavera SureTrak, We also review Gantiproject as a representative GPL software tool. A summary of

the features of these three tools s presented in Table B.1. For handling small and simple projects, GPL

antprojct ca besufcent. Whe i ruired to managelrgeprjecsor sverl

Projcto O avera may be

that earning to use a sophisticated project management package is
Sl much mre o compared to simpler ones.

Softcare Project Management

FURTHER EXERCISES

Take a look at Amanda’ 7
more than three weeks and describe how she might monitor progress on each of them on a fotnightly
or weekly basis.

2. Amanda’s Gantt chart at the end of week 17 (Figure 9.5) indicates that two act
‘What effeet might this have on the rest of the project? How might Amanda mi

delay?

Table 9.2 illustrates Amands's carmed value caleulations based on work-days. Revise the table using

onay s on h o s Y0 8 1 B 5. Tk sl st o o Online Leaming Centre

s are running lat.
the effects of this

about how you treat them.

aceess 10 project planning software, invest

extent to which it offers support for
(¢ ways in which it would help you to
budget (PV) and track the eamed value (EV),

This book is supported by the following additional study
resources for both instructors and students. These are avail-
. Gie camplesof s o o e s g i able at the online learning center, which can be accessed at
7. Give examples of how project termination review yuulh can change the development process and the http//WWWmhheCOm/hughes/spmG

project management process.

hange control procedures that would be appropriate for Brigette (o implement at

£150,000. The project in 18 months. Afier two
o, e project i 10% complee at amexpense o £25.000 T was planned hat aftr o monibs,

T ,}: R i e ) o b i For Instructors

progress of the project

9. What problems are you likely to face if you are developi
product according to a clent’s request and are not u

1 versions of the same software

ent ools? e Power Point Presentations

tion m

10, What do you undersand by software configuration? What is meant by software configuration
g o ou g v i oy o s e o e i « Tutorial Exercises
producsdevlopment prjects (e only he imporint ressons?

1. What ~How do basclines get updated o Artwork

o form new basclines?

How the following can be preventd whilewing  cofiguration managernent ool Explin
(8) o team members overwiting each other’s work For Students
(6) Accidenal dletion of work product
(©) Unautorized modificatons o work product

o Points to Remember

o Hints for Selected Questions
o Self-test Quizzes

o Sample Chapter for Reading

Enhanced pedagogy featuring
additional solved examples, solved and
unsolved exercises for holistic study New and exhaustive Online Learning
Centre with additional study resources
for both Instructors and Students
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