Acme Widgets Financial Package Implementation Project

Case Study Exercise #4 - Estimating 

Estimate the effort hours required to 

1. Complete the entire Analysis Phase (not all detailed activities are included below).
2. Conduct the four-day facilitated session (facilitator’s time only).
3. Complete the Training Strategy, Testing Strategy and Financial Chart of Accounts.
4. Determine the proper computer environment (facilitator and core team members only).
Use the following information:

· Historical trends indicate that a project should spend 30% of its time in the Analysis Phase

· The project manager discussed this effort with four companies who previously installed this same financial package. 

· Company A took 1200 hours to complete the entire project

· Company B is a similarly sized company to Acme. They stated that the entire implementation project took 3600 hours

· Company C is about twice as large as Acme and processes about twice as many transactions as Acme. (Assume this will generally translate into twice as complex a financial operation and twice as much total implementation time.) They took 1800 hours to complete the Analysis Phase. 

· The vendor thinks that the project will take around 2700 hours, plus or minus 20%. 

· The sponsor says that there is funding for 1500 hours to complete the entire project. If it takes more than that, she will need to seek additional funding. 
· The Institute of Facilitators says that for every day to teach a facilitated session, it takes a half-day of preparation and a half-day to recap and document the results. There will be two team members facilitating the initial session.
· After looking at the various sections of the Training Strategy, one of the team analysts estimated the work to be 60 hours, plus 25% for rework based on feedback. This same analyst thought that the Implementation Strategy would take approximately half the time as the Training Strategy 
· Two of the clients helped in the last major update to the Financial Chart of Accounts. They think they should be able to create this document in 80 hours. 
· The all-day session to determine the computer environment will be a facilitated session, with one team member as the facilitator and two team members attending. There will also be client and vendor attendees, but they will not be included in the estimate.   
Case Study Exercise #4 - Estimating 

Instructors Notes

The time to complete the Analysis Phase

· Historical trends indicate that a project should spend 30% of its time in the Analysis Phase. (Historical trend)

· The project manager discussed this effort with four companies who previously implemented this same financial package. 

· Company A took 1200 hours to complete the entire project. (This is not included in the estimating process. There is no basis for comparison since you do not know the relative complexity and size of this project.)

· Company B is a similarly sized company to ours. They stated that the entire implementation project took 3600 hours. (Analogy – the Analysis might be 3600 * .30 = 1080 hours) 

· Company C is about twice as large as Acme and processes about twice as many transactions as Acme. They took 1800 hours to complete the Analysis Phase. (Ratio – 1800 * .5 = 900 hours for Analysis)

· The vendor thinks that the project will take around 2700 hours, plus or minus 20%. (Expert Opinion – 2700 * .30 = 810 hours +/- 162 hours (20%))

· The sponsor says that there is funding for 1500 hours to complete the entire project. If it takes more than that, he will need to seek additional funding. (Not relevant to the estimating process)

Overall input for estimate is 810 (+/- 162), 900 and 1080 hours. A good average estimate might be anywhere in the range of 930 hours, which is the average.

The time for the team to conduct the facilitated session

· The Institute of Facilitators says that for every day to teach a facilitated session, it takes a half-day of preparation and a half-day to recap and document the results. There will be two team members facilitating the initial session. (Parametric and expert opinion - 4 days * 2 people = 8 days. Add 2 days for preparation and 2 days for recap. Total is 12 days or 96 hours.)

The time to complete the three documents

· After looking at the various sections of the Training Strategy, one of the team analysts estimated the work to be 60 hours, plus 25% for rework based on feedback. (WBS – 60 * 1.25 = 75 hours)

· This same analyst thought that the Implementation Strategy would take approximately half the time as the Training Strategy (Expert opinion, ratio – 75 * .5 = 37.5 hours).

· Two clients have done a revision of the Chart of Accounts before. They think they should be able to create this document in 80 hours. (Expert opinion – 80 hours.)

The time to determine the proper hardware and software needed.

· The all-day session to determine the computer environment will be a facilitated session, with one team member as the facilitator and two team members attending. (WBS, expert opinion – Facilitator for eight hours, plus 4 hours prep and 4 hours recap – 16 hours. Two team members for 8 hours each. Total time is 32 hours.) 
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