Project Management
- Basic Approaches and Practical Applications
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What is project?

e Building a bridge?

* Filming a movie?

« Planning a wedding?
 Raising a kid?

* Cooking a dinner?

« Climbing the mountain?
Running a department?
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Project phases

I. Project planning (hopes, assumptions,
dreams, commitments, promises, begging,
etc.)

II. Project execution (facing tough reality,
begging, hypocrisy, fights, parties, etc.)

II1. Project completion (lessons learned, rewards,
punishments, credits, disappointments, etc.)
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Project planning
Phase I J
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Key project defining characteristics

« Duration: well defined timeline — start and
finish

* Budget: How much money one needs to
complete the project successfully

« Resources: How many people will take to
complete the project successfully
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Is it all? What else do we need?

« What if someone comes and says: “I don’t think you've
done enough!”

» It means we need to have a project scope

» It means well defined project boundaries

« What is someone (your boss or his counterparty) says:
“Your project is a failure!”

It means we need success criteria

» It means we need to have a well defined statement that speaks to what will
signify the successful completion of the project
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Project duration time and budget —
how to establish?

* For each project:

» Team of SMEs (subject matter expert)s — you ask all the right questions only if you
describe the project goal clearly

* Input from all functions

« Each one of them will tell you:

» What it will take for their respective function to complete their respective tasks
» That will yield the Project plan

* Project plan will yield Project schedule, budget and resources needed
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Project plan — what, who and how

Project plan — document that describes how each
function, that represents the project team, by working
collaboratively, will accomplish their respective tasks to
bring the project to a successful completion.

How do we get the project team?

Solicitation (begging) — going to each functional team lead and
ask for the person to represent his/her function.

Normally — same people from project to project

Once the team is formed, what do we need?

* Right — the team building session!
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Project plan — what, who and how
(cont.)

« Project team defines the project scope, timeline, budget and resources

« Inpharma — “Change Request” is a trigger

* 360 degrees evaluation of a project

« Sequence of events

* Duration of events

« Tools for events (tasks) execution — equipment, raw materials, services, etc.
« Key milestones

» Resources required for each task

« Each tool & resource cost money = project budget (+20% contingency).
Planned based on assumptions and previous experiences
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Project planning - governance

Project
Sponsor

Project oversight
committee

Project Charter }

Project manager

Project Core team
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Project communication structure

Project
Sponsor

I Quarterly, or ad hoc

| Monthly, or ad hoe
I Daily/Weekly

Daily
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Project plan — content (may vary)

1. Scope

2. Background/Justification for Project

3. Goals and Objectives

4. Required Deliverables

5. Assumptions

6. Major Activities

7. Proposed Project Timeline

8. Resources
9. Costs/Budget
10. Risks and Issues

11. Operating Plan
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Project schedule — part of the

project plan

Can be done in MS Word, Excel, or in MS Project (Decent and Sufficient), or

other more complex applications (Primavera, etc.)

Dissection of the entire project to miniscule tasks at various levels

Assigning resources and durations to each task and sub-task

Establishing interdependencies

Optimizing durations and resource loadings

Establishing critical path

Establishing the baseline

Approval by all functions (in writing)

Placing on the shared drive
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Project schedule sample

wn. Task Hame JITEemLHICTh Hasam Oseratse Npen| Capita Cost
2008 2009 2010 2011
1-e nony 2-& mnyroa 1 2-e mnyroax 1 e 1-& nomm
(i} Ki.3 |Ke.4 Ko 1 | Ks 2 K3 |Ked Ke1|Ke2? Ko3|Ked | Ked1 | Ke2? Ke3 |Kod Ked|
2 L,ll Actiities at i ng sile 6I3meN? CpORDROT MrOS02.10 $0,00 W " " " " " . H H
z | # | dentifc aion of the temp cold room starage supplier Smer? Cpa.0807 I 17.08.07 30,00
(not Havant)
24 ' Procurement and instalialion of the temp cold room Dpen 311207 Mr080208 234 $100 0DD DO
» ' ‘Qualific aion of the temp cold rmom DmpmeR MEI110208 Mr210308 24 $50 000,00
% ' Building consinuction 280 110208 MrD6.03.08 152¢ $10000 DDO,00
x5 Faciilty qualiicabon Oped HB0308 MT01.05.09 26 $100 000,00
b i} Fac ity nspecion and permits Oped M0G0 [Ir260609 77 $20 000,00
P} ' Cold room starage construction 180met TH31. 1207 050008 4 $0,00
E ) ‘ 'Cold room storage qualincaon oped M008B 171008 20 30,00
3 ' Procure packaging and labeling equipment Smen 311207 o403 4 $6 DDO DOD, 0D
2 ' Equipment fabric ation 180met MD7.1.08 Mr120008 31 50,00
33 ' FAT 15aea 150008 Mro310.08 32 520 DOD,0D
M SAT Dped 200609 [T 240709 332 $20 000,00
£S5 Equipment qualiication Hpen MZF07.00 N 180000 34 $0,00
3% tion process i Bsued D ML Smentl MMO11007 MIrDS1007 5 50,00
7 V1 Aocess established Dpen MMOB 1007 Mrd211.07 36 50,00
38 V1 process Fids 15apea MOS 1107 MIr231107 37 50,00
» VI process qualification 15amea 261107 Mr141207 38 30,00
40 E Lamch balc hes inspected, tested, rdleased 120pe A 0000 Mrda03.10 357: 50,00
M @ Lamch Omeit TIT05.03.10 T 05.03.10 40 30,00
1 Actiiies at Pearl River 1151 qmeN? CpOROROT CpMD112 $000 W
13 Exisiing process assessment 3Ime CpUB.0B.O7 N 10.08.07 oW f
44 Process and equipm ent m odifications 26 meii? Mr24.0807 Mr1207.08 $0,00 L :‘.
4 of Conduxt a shuly on defining the: PM ¢ ontaminalion 102men Mr24 0807 MH1401.08 $0.00 _
souTe .
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Project schedule — resource
planning
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Project schedule — critical path

n Task Name JMTemLBocTL Hauano Oeptrgarme |lpep  Capial Cost
2008 2010 P012
e -E MY rofpMe -& NYMe - MY ropMe 1-e nomyroppe: e 1-e
0 K 3 Ko 1 kB3 | Kni k63 kel | K63 kel | K63 | Keil | Kn3 | Ke 1 | Kn

2 E Activities at Inspectionfiab ing site 673 men? CpO08.0207 [hr05.0310 $0,00
24 ' Frocuremment and nstallation of the terp cold mom 30 mped Th31.1207 030208 234 $100 000,00
2% ' Busiiing constructon 280 e Th11.0208 [Ir0603.09 152 %10 000 000,00
27 Facility qualification 40mpedi Th09.0309 [ir01.0509 26 $100 000,00
Pt} Facilly nspection and penmils 40ppeii MHO040509 [ir 26.06.09 27 $20 000,00
kL SAT 20ppei H290609 [ir 24.07.09 33,2 $20 000,00
35 Enuipment qualfic ation 40ppeii MH27.0709 [ 18.09.09 34 $0,00
42 Activities at Pearl River 1151 pmedi? Cp 080807 CpO401142 $0,00
Regulatory activities S rpeii? 031108 Cp040112 $0,00
[T Frocess and validation summary issued for reviev 30mpedt Th210909 [r301009 35 $0,00
68 CMCfiling mangement review 20mpeit Th021109 271109 67 $0,00
Subrission with FMDA 20ppei 30,1109 [r 251209 $0,00
70 |[H Review amd approval 528 peit? Th28.1209 (p04.01.12 $0,00
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Project Execution
Phase 11
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Project execution: kick-off meeting

Goals of the meeting:

Count the actual participants
Assess their ability to perform

Build-in risks accordingly

Ensure everyone sees the goals, objectives, tasks, issues and risks in the

same way
Get commitments and make everyone to sign under
Meeting protocol with written commitments

Team building

Network and have fun
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Project execution reality:

what does it mean to manage the project timeline

- Execution of each and every task and subtask can influence the timely
completion of project, i.e. its success (remember?)
« Moreover, it might (and will) affect the budget and resources. How?

» If the project is delayed there will be longer need for resources

» If the project is delayed equipment and building will be standing still longer, and depreciate
w/o ROL.

» If the project is delayed, there will be a need to speed up the subsequent tasks

e Measure and document progress on daily basis
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Project execution: PM Rules if PM
follows these rules

» Never assume. Check and verify again and again.

* Collect documented evidence of execution completion, create library early
» Track all the critical path activities each and every day

» Take as many tasks off the critical path as possible

 Always have Plans B and C

» Be “dangerous enough” in all aspects of the project:
— Construction
— Equipment
— Process
— Control Methods
— Quality
— Regulatory
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Project execution: reality of

communication

Russian to Russian in person 95%
Russian to Russian by phone 85%
Russian to Non-Russian-Born Native Russian Speaker in person 85%
Russian to Non-Russian-Born Native Russian Speaker by phone 80%
Russian to Non-Russian Not Native but advanced Russian 80%

Speaker in person

Russian to Non-Russian Not Native but advanced Russian 65%
Speaker by phone

Russian to Non-Russian Not Native avg Russian Speaker in 50%
person
Russian to Non-Russian Not Native avg Russian Speaker by <20%
phone
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Project execution: reality of
communication— rules of engagement

1.  Verify over and over again if you were understood correctly

2. Verify from time to time that people in working teams are communicating amongst
themselves

3.  Always start (and end) day by talking to your counterparties
4.  Ask for clarification if not sure

5.  Ensure active communication: e-mail follow ups, documented deliveries. Communication is a
2-way street

6. Communicate vertically and horizontally, and encourage all project team members to do the
same

7. Establish rules of communication (incl. boundaries, timeliness and filters)
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Project management - budget

« At project planning phase budget was planned based on assumptions and previous
experiences.

« Contingency is planned for that (as well)

« Reality is faced when we get commercial offers

* Need to have 2-3 options at least — equipment and services
 Resources (even internal) cost

« Track spending of budget regularly — it can be very complex

Various phases of payments
— Multiple payments to same vendor
— Delayed deliveries
— Taxes and duties
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Project management - resources

*  Working teams’ members are key people on the project (not PM, not core team, not
oversight committee)

« Make sure they are always aware of the changing surrounding
« Make sure they are always “watched” and that they know it

« Make sure they are always talking amongst each other and communicate outcomes of
these talks

« Make sure there are no “silos” in terms of functions, or working groups
« Make sure committed resources are truly dedicated (fully, or partially as agreed)

« Make sure team members aware that project is a part of their job, not an “extra
curriculum?”, it’s in their annual goals and KPIs

« Make sure resources’ workload is “leveled”, people are not overwhelmed
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Project management - timeline

« Timeline — main aspect, most visible and impactful of the project

« Make sure it’s achievable from the “get go”

« Milestones are highly visible and pace defining — make sure you hit them
« Make sure it’s understandable (including interdependencies)

« Make sure team members “own it” and track their progress constantly and
representatively

« Make sure “critical path” activities are minimal and constantly re-evaluated and
optimized

« Make sure delays and advances are evaluated from not only timing, but also personnel
and budget stand point

« Predict the delays and counteract them based on “risks and issues” analysis (Project
Plan — remember?)
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Project Completion
Phase III
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Have we met the success criteria?

* Need to demonstrate if all the planned
deliverables were delivered, if not — why?

* Need to show if all the milestones were hit, if not
— why?

 Did the project completion helped to achieve a
business goal (Big Picture)

* And Most Importantly:

Lessons Learnt
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What i1s “lessons learned”?

Deep analysis of all
* tendencies,

* problems, To capitalize on
* issues, . .

+ behaviors, gains ne.xt time,
+ losses, and avoid losses
* gains, next time

* Improvements,
* ete.

a Abbott 'nuren:apharmO




You've reported project completion.
Now it’s time to celebrate

Do!
« Invite all participants who was part of the project regardless of their position

» Give acknowledgement to everyone, even briefly

» Make sure management of participants knows of their role in the success (it is their
success, too)

» Prepare a good and meaningful speech (short or medium length)

» Mention few real events through the project execution where people showed their
dedication and praise them for that

* Cut few innocent jokes, but stay within ethical frames
* Mention those who left the project prior to completion
Don’t:

» Concentrate on 1 or few people, even if they are true heroes — it’s a team work
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academy@veropharm.ru
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