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Wer ist eigentlich Accenture?

Unternehmensprofil

» Einer der weltweit fUhrenden Managementberatungs-,
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Jahresumsatz per 31. August 2011:
25,5 Milliarden USD
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B Warum notwendig?
® Wie und womit?
B Was sind die Voraussetzungen?

B Was ist zu beachten?
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Projektmanagement SQERT-Modell

Quality
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Effort
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Scope

Risk




Essentielle Prozesse des Projektmanagements (1/2)

B Planung: Scope, Aufwand, Zeit, Ressourcen usw.

B Kalkulation/Estimating als wesentlicher Teil der
Planungsarbeit

B Uberwachung & Steuerung (Monitoring & Controlling)



-

=
Essentielle Prozesse des Projektmanagements (2/2) l —

Accenture Delivery Methods (ADM) formalisieren das Vorgehen

Walidate
Plan W Analyze Design Build Test  Deploy

Refine Business Case and Metrics

hianage to the Business Case
Define

Adapt Supporting lteration

hManagement Processes Strategy

Monitor and Contral Project
Establish Project Eztimate ifork

fanage Project Resources
Schedule Wiark

Oetermine Resource
Meeds

Communicate Project Status

; Complete
Ewvaluate Iteration

Refine
Initial
E=timate

Plan Project Financials

Organize
Project
Fesources

= ==Repegt for Each [teration = == =— -



Definition: Projektuberwachung und -steuerung

... ist das Uberwachen des
Projektfortschritts anhand von
Soll/lst-Vergleichen.

Bei auftretenden Problemen
mussen geeignete
KorrekturmaBnahmen eingeleitet
werden

B Planung und Uberwachung
sind iterative Aktivitaten

B Planung muss genauso
sorgfaltig angepasst werden
wie sie erstellt wurde
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Die drei wichtigsten Dimensionen der
Projektuberwachung und -steuerung

H (A) Zieluberwachung
= Scopemanagement

= z. B. Ergebnisdefinition je
Phase / Abnahmen

H (B) Terminkontrolle
= Netzplan

= z.B.
Meilensteintrendanalyse

Hm (C) Kostenkontrolle
= Mittelabfluss
= Mittelfestlegung
= z. B. Earned Value Analyse

Anpassungen im Projektdreieck
(bzw. SQERT) kdénnen notig sein!

Zeit
(in time)

Ziel
(in scope)

+

» Kosten

(in budget)
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(A) Zielkontrolle

Beispiel: WBS-Dictionary

Work package Deliverable Content

Approach for Deliverables: One overall Word « Define fit/gap analysis approach based on SAPYXX

fit/gap analysis document (B0 pages) forwork tools and methods for REGIONXXX as a SAPYXX pilot
packages 1.1- 1.5 +One + Compare SAPYXX approach with traditional
PowerPoint presentation as approach

management summary (15 slides) |« Define and describe used tools and results

+ Define potential responsibilities and project
organization ["migration factory")

« |dentify risks of the defined approach

12 Approach for Deliverables: One overall Word +* [efine ways how SAPXXX can help to create dev and
SAPYXY support for | document (B0 pages) for work test environments faster for REGIONX as a SAPKN
deyftest packages 1.1- 1.5+ 0ne pilot
environment PowerPoint presentation as ¢ This mightinclede the migration of a set of defined
creation management summary (15 slides) repository objects, and master and transactional data

+ [efine technical architecture and system landscape
reguirements for a SAPXXX pilot

+ Note: This SoWW does not cover actual support in
creating dev/test environments

SMARTe Ziele: Accenture Erganzungen:

B Specific M Scalable — wie viel Qualitst ist erforderlich?

B Measurable ] Unambiguous — Verstehen alle Beteiligten dasselbe?
B Attainable ® Prioritized — Priorisierung fiir Planung/Releases mdoglich?
B Relevant B Traceable — woher kommt das Ziel/die Anforderung?

B Time-bound
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(B) Terminkontrolle
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(C) Kostenkontrolle
Beispiel: Earned Value Analyse - BasisgrofRen

M Industriestandard zur Messung des Projektfortschritts
= Sagt Fertigstellungsdatum und finale Kosten voraus
= Zeigt Termin- und Budgetabweichungen an

- IEXEm -

B Arbeitet mit 3 BasisgroRen
= Geplanter Aufwand (planned value, PV)
= |stkosten (actual cost, AC)
= Leistungswert (earned value, EV)
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(C) Kostenkontrolle .
Beispiel: Earned Value Analyse — UberblicksgroRen (1/2)

B Planabweichung (schedule variance, SV)
= Leistungswert — geplante Kosten (Baseline)
SV =EV-PV
SV>0 ... Der Planung voraus
SV<0 ... Hinter der Planung

B Kostenabweichung (cost variance, CV)
= Leistungswert — Istkosten
CV=EV-AC
CV>0 ... weniger verbraucht als geplant
CV<0 ... mehr verbraucht als geplant
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(C) Kostenkontrolle .
Beispiel: Earned Value Analyse — UberblicksgroRen (2/2)

B Relative Zeiteffizienz (schedule performance index, SPI)
SPI = Leistungswert / geplante Kosten

SPI=EV/PV

SPI>1 ... mehr erreicht als geplant

SPI<1 ... weniger erreicht als geplant

B Relative Kosteneffizienz (cost performance index, CPI)
CPI = Leistungswert / Istkosten
CPI=EV/AC
CPI>1 ... weniger verbraucht als geplant
CPI<1 ... mehr verbraucht als geplant
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(C) Kostenkontrolle

Beispiel: Earned Value Analyse
VorhersagegrofRen

Vorhersage mittels Effizienzzahlen

B Geschatzter Restaufwand (estimated to complete, ETC)

ETC = (geplante Gesamtkosten — Leistungswert) /
Kosteneffizienz

ETC = (BAC-EV)/CPI

BAC = Summe aller PVs

B Geschatzter Gesamtaufwand (estimate at completion, EAC)
EAC = Istkosten + geschatzter Restaufwand
EAC=AC+ETC

... und weitere berechnete Kennzahlen ...
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(C) Kostenkontrolle

Earned Value-Analyse in der Praxis
Measurement Workbook

Measurement Workbook

METRIC DATA INPUT

Cost & Schedule

E&C)
Macro Results
B Microsoft Excel - Book3 Flanned Yalue (FY¥)

|

] File Edit ¥iew Insert Format Tools Data Window Help

chual Cost ()

DEEEERY | <o [son - @ & 2|an Projuct Estimata To
| » @ security.. | 2 3 Rl | oo v| g;itlm[rrq
A1 k3| =| Cost and Schedule Monthly and Weekly Summar
A | ] [ 5 I ] I E I F 7 _I
Cost and _Bchedule Monthly and Weekly Summary Rep for US1 ixad Rirk Ratinm Rirk Expururs Ratin
Report As Of Date: 02/28/2003 Bl

Report Start Date: 12/02/2002
Project Start Date: 120272002

1
12 |
3
| 4 | Total # of Rizks
EA[‘.’[ive Cost and Schey
=]
| 7|
1= |
a

Total # of Risks Realized
Total Risk Impact For Risks
Pealized

Active Filter: Task Range.

To Complete Performance Index
Project Estimate to Complete

Total Risk Exposure

10 ical Esti to Compl
11 |Project Estimate at Completion H53.9
12 istical Esti at Completi 6578 -
13 |Project Variance at Completion 145.9 Change Requests
14 |Statistical Wariance at Completio Number of Approved CRz.
|15 | cumalative]

16

Cost
17 Month BCAC BCWP Variance Monthly Approved CR2
18 12310 2,408.0 0o 0o 0o 0.0 Impact in Hourz
19 01/31/0 2,408.0 228.0 0o -56.0 cumulative]
20 02280 2,408.0 1,360.0 -194.3
21 ; .

Cost Monthly Impact in Hourz
22 week Variance
23 12/09:02 2,408.0 00 0o 0o 0o Frpr ; i f ; i
23 e o og og og og » »|{ Mavigation Page £ Project Info Data Input % Metric Data Input / Deliverables Data Input  / Peer Review File Upload 4 Problem (SIR) Data
25 12:23/02 2,408.0 0o 0o 0o 0o
26 12/30/02 2,408.0 0o 0o 0o 0o T T T T ap; T T T T
27 01/06:03 2,408.0 0o 0o 0o 0o 0.000 0o 0.000 1.05 035 1 o o o
28 01/13/03 2,408.0 0o 0o 0o 0o 0.000 0o 0.000 1.05 035 1 o o o
29 01/20/03 2,408.0 144.0 0o 1480 50 0.965 144.0 0.000 1.05 035 1 o o o
30 01:27/03 2,408.0 2100 0o 2130 -30 0.985 2100 0.000 1.05 035 1 o o o
31 02/03/03 2,408.0 256.0 0o 3380 -143.0 0542 256.0 0.000 1.05 035 1 o o o
32 02/10/03 2,408.0 £56.0 0o 8625 -206.5 0.761 656.0 0.000 1.05 035 1 o o o
33 024703 2,408.0 864.0 2,384.0 1,007.2 1432 0.858 -1,520.0 0.362 1.05 035 1 118198 118198 o
34 02/24/03 2,408.0 1,264.0 2,384.0 1,395.7 T 0.305 -1,120.0 0.530 1.05 035 1 118198 118198 o
3s 030303 2,408.0 1,360.0 2,384.0 1,554.3 1943 0875 -1,024.0 0.570 1.05 035 1 119198 119193 o
38
14 4 [» [P~ Al Tasks £ Level 1 Summary 4 Level 3 Tasks 4 Mon Summary Tasks b Weekly v & Report | 4]
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Andere Dimensionen der Projektuberwachung und —
steuerung (Auszug)

* Margenziele von Zulieferern/Beratern
» Contingency-Kontrolle

* Reisekostenkontrolle

» Business Case-Monitoring

* Qualitative Risikobewertung
* Quantitative Risikobewertung
* Beinhaltet Chancen und Bedrohungen

Kommunikationsplan
Stakeholder management

* Quality assurance (Interviews, Surveys, etc.)
* Quality management und Configuration management als Planungsfunktion
+ Teststatistiken

« Mitarbeiter-/Projekt-Survey
«  Uberstundenkontrolle
* Individuelle Weiterentwicklung/Motivation und Leistungsbewertung

Uberwachung der Vertrage mit Zulieferern
+ Kostenkontrolle

« RegelmaRige Uberprifung der Konditionen
« Spend management

20



Weitere Beispiele fiir Steuerung und Uberwachung -
Financials

*_ Revenue and Cost Calculator

File Tools' Reports Help

[CHC = 0ldm A e x| e

=- C_ontlac . Billable HE930100 - 2008 07 31 (¥er. 001): Financial Summary
[=I- Sy
— Financial Summary
= JUL 08 Total Actuals | Total Forecast EAC | FYo8 =]
Hesouey Conbract Value
- Subcontractars Giard "I"c-tal'B'iﬂing‘&
sl —[Reimb. Expenses with Conting.
- Expenzes — —
i Reimburzable Expenszes
- Bilings & Revenues i = 2
e : ‘Salution Contingenicy
- Histarical Invoices
W'leing Capital Total [:unt{ac:t‘li"d.le
- Financial Summary Heverlue
- EAL Summany Services Revenus

&lliance Utilization Fevenues
&l Other Revenue
Total Revenues
Adjustment
Revised Total
Costs
“Tatal Paymll
Total Subcoritractar [Principle].
“Diher Costs (A1
Capital Charges
‘Solution Contingency
Total Contract D elvesy Costs
Adjustment
Revised Total
Contract Income s
‘Contract Controliable Income:
Contract Controllable Income 2
&dj. Contract Controllable Income:
"Adj. Contract Controllable Income %
Percentage of Completion
Pol Costs
Cumulative Costs ;I
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Weitere Beispiele fiir Steuerung und Uberwachung -
Risiko-Management

Risk Register

B = High Risk after Mitigation
= Medium Risk after Mitigation
-= Low Risk after Mitigation

Nr. |Risk Risk name |Project Date Source Daer:targe before Mitigation strategy, Remarks
Risk Description Short name |Project |Evaluation Damage will |Probability]Consequence |Risk Dependency to
of risk name Date occur 1: 25% 1: <10 TE Classification|stream
approximatel |2:50% 2:10-50 TE  |value
y on date 3:75% 3:50-100 TE |RCV1
(mmm. yy) |4:100% |4: 100 - 300 TE€
= = = = B @ = = =
1 |asdf Parallelise IT|IT 19.11.08 rad Mrz. 09 3 3 Detailed resource planning of both
concept (R2) project phases
and template 9
(R1)
2 |asdf Less IT 19.11.08 rad Jun. 10 2 5 Wait of detailed IT architecture
ressources information
for run SAP
in futur
3 |asdf Scope of BM 14.08.08 Unknown Sep. 08 2 3 Scope has to be roughly defined in
divisional business 6 early stage of concept phase.
planning requirements Implementation is included in
2009.
after
Estimate Probability | Consequence Risk Responsible  |Closing Result
effort for the [1: 25% 1: < 10 Tsd Euro Classification| Mitigation Person Milestone
Mitigation in  ]2:50% 2: 10 - 50 Tsd Euro |value efficiency
Tsd Euro 3:75% 3: 50 - 100 Tsd Euro|RCV2 (RCV1-
EFF 4:100% 4: 100 - 300 Tsd RCV2)/EFF
Euro
K |5 > 300 T L~ K K
0,1 1 M300 open
open
open




Weitere Beispiele fiir Steuerung und Uberwachung -
Nutzbare Tools in einem SAP-Projekt

Program & Project Management

MS Project Server Clear Quest Project Console
Time Tracking and Earned Value Risks, Issues, Scope, SIRs/Defects, Peer Review Status and Metrics Reporting

Analyze

Accenture Delivery Methods (ADM) for SAP

i i I I
Requisite Pro

Requirements Mgmt & Traceability Solution Manager
Configuration Management, Customizing Scout, ID Mapping
I Configuration, ABAP Build and Test, Transport Management

ADM Estimator
MS Project Client
Estimate and Work plan

4 Accenture
Business Process
Repository (ABPR)
Accenture
Reusable Assets

>

Testing Tools
(eg: RMT, RFT,
RPT, Mercury, etc)
Test Execution

v

Clear Quest
Test Manager
Test Management

Manual integration

<

e e m e — e ———————n

Clear Quest

Deliverable Records Management
| | | |
Clear Case

Document Repository - Design and Process Documentation & Deliverables (Word, Excel, etc)

Basis & Support

Solution Manager Solution Manager Solution Manager Solution Manager
System Installation System & Solution Landscape Maintenance Optimizer System Monitoring




Projektuberwachung und -steuerung

B Warum notwendig?
H Wie und womit?
B Was sind die Voraussetzungen?

B Was ist zu beachten?
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Projektkalkulation

In der Projektkalkulation wird der
Aufwand fur die Fertigstellung
einer Anforderung geschatzt und
die Grundlage fur eine solide
Projektkontrolle gelegt.

Ohne eine genaue Aufwands-
schatzung kann ein Projekt:

B Die Zeit- und Budgetplanung
uberschreiten

B Die Gewinnmarge drastisch
verkleinern

B Team-Moral senken

25



Projektkalkulation
Accenture Delivery Methodology Estimator (Demo)

3 [Help ity ] Total
‘4 _|Feedback and suppost Mg Mediom Overall Total fdags! n.083
5 |Instructions Medium Freject Subrotal faagsf 9.219)
Ex e Fech Ard Wedium Froject Contisgence [daps] 1844
__':F_Em = Mirdium | Appended Prf Sobtoval fdags] o)
B tntre ™ Medium Appended Frj Contingency 0
3 Y Medium
:'h- 1 S Vaegeil . o == ] X B " P ’-'Tzitﬁ b m
?-ﬁ_l.‘"]?ﬁ']-‘a «I | Estimating Factors e | T e | s
ECE [ —
| % Project Management
-%, % Plan
|14
e
-
=
x
X \ | 4.745,2 | [
x 21988 [
: o L7400
P e 17aT | Iz 282,10 TE&53 Commaon Tect
et FIE - 41 PLEOT Raquirements
X st |2sz| Y A8 [ POt Raquirement
L 1620 | 120% LM55 [ TEas CommenTert |
I o | i00x 0.6 TE4&F Comman Test
] x| 2022 | 50T 125.4 APSTO Data Conversion
EE| % | 1263 120 | APSEs Mock Conversios |
BT x % [926%| 2T 120 [4Ptes Mook Conversion |
E x tus | mex 168.3 | TESSO TemtPlan |
% | ssex 1.8 PLIOT Requirements
o 23 | wex| 2N 2.9 APSEE Mok Conversion
e - b
= >
(55| x Service inoduction 55,0
Beplog 0.0
§ Development Environment Support e — ﬁ;
2100 Deselopme sk Frvitonment Support methodol
TA243 Application
| Devclopaant Standard:
= 2272 Suppont Techaology and ok Enyitonment | 3509 | sax 4057 TA33 Technology
aza - Policies nad Procedurs
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Projektplanung

Die Projektplanung ist
unverzichtbarer Bestandteil um
sicherzustellen, dass die
geeigneten Teammitglieder die
richtigen Aufgaben zur richtigen
Zeit erledigen

H Projektplan
H Meilensteine
B Ressourcenplanung
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Projektplanung mit MS Project

(1] Taszk Mame Methodelogy Link | Key Deliverables Wethodology Outline ID ‘ Effort Eztimate (in hours) ‘ Work ‘ Duration B
4025 Evaluate fteration hitps:methedelegy | teration Strategy |} Proj Mgmt.4025 Eval keration | 171 171 hre | =S I
5091 Complete Project https:/methedelogy| Business Caze, M| Proj Mgmt.8091 Complete Proj| 205 205 hrz| 20.5 days
@ Analyze I1stom Development.Analy | 3615 3,615 hrs #HERaE
Design itom Development.Design | 7902 7,902 hrs | &R
= Build ustom Development.Build 18744 18,744 hrs ssesse
= 4100 Build Application https:'methodol ment.Build. 4100 Build App 17919 17,319 hrs | FHRaEs
4143 Create Production G| hitps:imethedelegy | Visual Diesign App.4143 Create Prodn Graph| 24 I4hrz 1.7 days
4145 Develop Page Templ| hitpe:/'methedelogy| Page Template Build App.4145 Dev Pg Templ| 0 0 hrs 0 days
4155 Customize Applicatic| https:methedelegy | nons App 4155 Cust App Compnts | 257 35T hre| 357 days
4153 Specify Application | hitps:methedelegy| Clags Diesign, Con 4pp.4153 Spec App Compnts | 3851 3851 hre RS
4183 Perform Physical Da| hitps://methedeleqy | Physical Data Mod|App.4183 Perf Phy Db Design| 121 121 hrg| 7.55 days
4182 Plan Component Tez| hitps:/msthedelegy| Test Approach, Te d App.4183 Plan Compnt Test| 855 295 hre SRS
4188 Build and Test Appli| hitps:imethedelegy| Regquirements Trar| &8 Build & Test App Compnts | 12385 12,285 hre | =00
T4188 Transition Applicati| httpe:/methedology| Clags Dezign, Use|d App.T419% Trans App Build | 488 485 hrz | BEEEEEER
[=] 4500 Build Training and Pe https:/methodol 00 Build Train & Perf Supp 825 825 hrs ==
4535 Develep Training Ma| hitps:imethedelegy | Training Evaluatior 2erf Supp. 4535 Dev Train Mirl| 655 G54 hre e
4555 Develop Communica| hitpe:/methedelegy| Communication Mz erf Supp.4555 Dev Comm Mirl| 120 120 hrz| 10.5 days
T4589 Transition Change || https:¥methedelogy| Test Plan, Training|». T455% Trans Chg Enblmt Mirl| 35 2% hrs 244 days
= Test ustom Development.Test 11564 11,564 hrs FHEEHEE
=l 5100 Test Application https:'methodol yment.Test.5100 Test App 11181 11,191 hrs Hesams
5128 Prepare and Execut| hitps:/methedelegy| Commen Test Dati| 28 Prep & Exec Azsmbly Test| 2571 2571 hrs =R
5138 Prepare and Execut:| hitps:methedelegy | Common Tezt Dati 3.5138 Prep & Exec Prod Test| 6070 S,070 hre FHEEEERER
5158 Prepare and Execut| hitps://methedelegy| Commen Test Dat:| p.5158 Prep & Exec Perf Test| 338 338 hre | #EEEEEEEE
TS5158 Transition Product-| hitps:methedelogy| Uze Caze Model, F|™515% Trans Prod-Tested App| 20 20 hrz| 1.5 days
5178 Prepare and Execut:| hitps:methedelegy | Test Plan, Teat Cle'rep & Exec User Accept Test| 2150 2150 hre SFHEEEEEER

Taskstruktur in MS Project —

heruntergeladen aus dem ADM Estimator

28
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11 goldene Regeln aus der Praxis

#1 — Completion is final.

#2 — Climb the wall. Problems are your business.
#3 — Escalate problems fast.

#4 — Give managers a chance to manage.
#5 — Problems need owners.

#6 — Ask good questions.

#7 — Issues and risks are different.

#8 — Always have a work plan.

#9 — Know you status. (CV, SV, CPI, SPI)
#10 — Stay clear on scope.

#11 — Write it down.
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Holger Waide

>
accenture

Accenture GmbH
Anni-Albers-Stralte 11
80807 Miinchen

Mobile: +491755768100




