!'_ YnpasneHue IT npoekTamu

Yactb 1

BeeneHune
XunsHeHHbi umkn IT npoekTa
[TnaHnpoBaHue, Gantt-gnarpamMmmel
OLeHKa nNpoeKToB
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i [lporpamMma

= BBegeHue

= [1naHMpoBaHue

= YMnpaBieHne Puckamu

= KOHTpOJIb X0Aa BbINOIHEHUS

= OMHaHcoBoe 060CHOBAHME NpoOeKTa
= YMNpaB/leHne KOHTpaKTamu

= YNpaBneHune KoHdurypaumen

= Moaenu NnpoeKTHbIX OpraHn3aLmm
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i ba3unc

= PMBOK ctaHaapTta PMI (Project
Management Institute)

= YnpaBneHue npoektamu (nporpamma MBA)

= CMMI SEI (Capability Maturity Model®
Integration oT Software Engineering
Institute)
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i OnpepeneHune lNpoekTa

= [IpoeKkT — BpeMeHHOoe npeanpudaTue,
npeaHa3Ha4yeHHoe AN co3aaHus
YHUKAJIbHOIO NPOAYKTA UNN YCIYyTU
(PMBOK)

= XapaKTEepPUCTUKM NPOEKTa
= Llens (Scope) Scope \ Time
- , Quality
= Bpema (Timeline)
= LleHa (Cost) ;

Copyright (C) V.Mukhortov, INTEKS LLC, 2003-2008




i YTO aBNgeTCca NpoeKToM?

Pa3paboTka cncrtemsl [1a

[logaep>kka CUCTEMDI YCnoBHO

BHeapeHue cuctemMbl nogaepxku | [a
busHeca

[loaroToBKa nnaHa paspabotkmn | /[la
HOBOIO MPOrpaMMHOIro NMpoayKTa
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i Halla uenb

Scope Time

o Quality
= YCNeEeLWwHbIN NpoeKT

« OTBevaeT TpeboBaHUAM $
3anHTepecoBaHHbIX UL (stakeholders)

= YK/1abIBAETCHA B CPOKM 1 broaxeT

= BbiNnONIHAETCA C HaaexawmMm KayvyecTBoM

= Hawa yenb:
= [IOHATb, KaK caenaTb NPOEKT YCNeLllHbIM
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i Project Management

= Project Management — ncnosb30BaHuMe
3HaHWW, HABbIKOB, METOAOB, CPEACTB U
TEXHOMOMMN ANS BbIMOSIHEHUS MPOEKTA
C LeNbio YAOBETBOPEHUS]
noTpebHocTeN U OXMAAHUN YY4aCTHUKOB
(KaK 3aKa3uuKa, Tak U UCNOMHUTENS)

Copyright (C) V.Mukhortov, INTEKS LLC, 2003-2008




i Project Management Lifecycle

= [IMKUN 3HTY3Ma3M

= PasoyvapoBaHue

= [lonHaa nyTaHuua

= [lONCK BUHOBATBIX

= Haka3aHne HeBMHOBHbIX

= HarpaxxageHne HenpuyacTHbIX
(n3 nekummn Michael Newell, PMP)
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i Xun3HeHHbIn unkn IT npoekTa

Inception Ha4vano

Elaboration YTOYyHeHune
Construction Pa3spaboTka
Transition BHeapeHue
Support [lopaepXxkKa

Post-morte JlnkBnaauus
procedures tSTﬂP]I__I_II
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Xun3HeHHbIn umnkn IT npoekTa

CocTtaBneHue BripaboTka AHanus
<« <« . =
Tex3agaHugd apXUTEKTYpPbI TpeboBaHUi
A 4
[1poekTnposa [TocTaBKka u
| KognpoBaHue |—» B
Hue npnemMka
AHanuns
pe3yribTaToB
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XXU3HEHHbIN UMK YNPaBeHUS NPOEKTOM

HavanbHbIN Llenn npoekTa, kputepum ycnexa, aHanua TpeboBaHni, aHannsa
aHanns3 puckoB
[Mnan npoekta, ROI, Cash flow,
OueHka [MnaHbl ynpaBneHna: puckamu, KoHurypaumen, UsMeHeHuUsimu
[MnaH noctaBok, [naH npuemMkn npoaykTta, crnocob onnaThl,
KoHTpakT paspeLueHne KoHnnkTos, nepegada IPR (npaB Ha

WMHTENMEKTyanbHy cCOBCTBEHHOCTL), NOABOP KOMaHA4bI

v

BbinonHeHue

KoHTponb cpokoB, brogxeta, o6beMoB paboT, KayecTea,
MNOCTaBOK, PUCKOB, UBMEHEHWUI, KOHGUrypauuu, cash flow

v

[Mepenayva [Nepepnava pe3ynbTaToB COrnacHo nraHa npuemkm
AHanus
Lessons learned — paboTta Haa owmbkamu
pe3ynbTaToB
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!'_ YnpasneHue IT npoekTamu

HayanbHbIM aHanu3
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i HayanbHbIM @HaNn3

= Llenn npoekTa

= Kputepum ycnexa
= [peboBaHus

= OrpaHunyeHuns

= AHaNIN3 PUCKOB

ApTtedakTsl: Vision, SRS (4acTnyHo)
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!'_ YnpasneHue IT npoekTamu

[1naHnpoBaHue
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i [1naHnpoBaHue

= Y10 Takoe [J1AH?

= M10CNe0BaTEeNIbHOCTb AENCTBUM KOMaH/bI
NPOEKTa Mo AOCTUXKXEHMUIO.
= 3as1B/IEHHbIX pPe3ybTaToB (LEeNM NPoeKTa)
= B yKa3aHHble CpoKu
= B pamkax 6topkeTa Scope
« C HagnexalwunMm KayeCcTBoM

Time

$Budget
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iPe3yanaTb| nnaHmMpoBaHus: Scope (Lenn)

= Pe3ynbTaThl NpoekTa (peanusauns
TpeboBaHUM, HPYHKLMOHANBbHbBIX U HE
(PYHKLUMOHAbHbIX)

s OH6beKTbl NOCTaBOK (PUHANBHON U
NPOMEXYTOYHbIX)

= WBS / pekoMmno3uums npoekta Ha Habop
4YeTKO (popMynnpyemMblxX 3aaad
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i Pe3ynbTaTthl nfiaHMpoBaHus: Cost (CtonmMocTsb)

= [pyao3aTpaTthl Ha KaXkayro 3a4a4y
= Pecypcbl kaxkaon 3aaaun
= CTOMMOCTb PUCKOB

= blogkeT npoekTa
= Operating Budget / OnepaTuBHbIN
=« Contingency Budget / lNMokpbITUS pUCKOB
=« Management Reserve / Pe3eps
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i Timeline (Fpaduk 1 cpokn)

= Tasks Relationships / CBsa3n 3aaau4
= Tasks Estimations / OueHku 3agauy

= Resource availability / locTtynHoOCTb
DECYPCOB B HY>XHOE BpeMS]

= Schedule baseline / 'paduk
= Milestones / KOHTPO/IbHblE TOUKU
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i Quality (KauecTBo)

= MeTpuKn KayecTBa
= [11aH TecTnpoBaHug
= [1naH npuemMku

= BHYTpeHHUN ayauT
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i [11aH cOoCTaBneHunsa nsjiaHa

KaK COCTaBUTb MJ1aH NMpPoeKTa:

= [IpoBecTtu gekomno3unumio pabot (WBS)
= YCTAQHOBWUTb 3aBUCUMOCTU 3adau

= OuUeHnTb CTOMMOCTb PecypcoB U NMPOAO/HKUTENBHOCTb
3agad / (PERT analysis)

= YCTaHOBWUTb TpeboBaHUS K KBanUPMKaLmn nepcoHana
= Ha3HauuTb pecypchl
= => OnpenennTtb BpeMs UCMOJSIHEHNSA U LIeHY MPoeKTa
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i Work Breakdown Structure

» Y10 Takoe WBS:

= [locnepoBaTenbHOCTb BCEX 3aaay,
KOTOpble HY>XHO BbIMO/HUTbL AN4
3aBeplLleHns NpoeKkTa

= YTO HY>XHO and noctpoeHusa WBS?
= Project objectives / uenn npoekTa

= Project deliverables and requirements /
06BbeKTbl MOCTaBOK 1 TpeboBaHUS

= Problem domain expertise / akcnepTm3a
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i [Tpumep WBS (Gantt chart)

b 23, '04 Mar 1, '04 Mar 8, '04 Mar 1
ID | Predecessc| Task Name Duration | T|W| T|F[S|S|M| T|W|[T|F|sS[S|M/T|w|T|F[s|s|[M[T
1 Project 13 days
2 Inception 1 day
3 SRS 1 day
4 2 Elaboration 4 days
5 Functional prototype 1 day Java De}l
6 5 Customer feedback 3 days PM
7 4 Construction 5 days
8 SAD 2 day:
9 8FF Database design 1 day
10 9 Backend 1 day
11 1C Frontend (UI) 1 day
12 11,1( Installation package 1 day
13 8 Test plan 1 day
14 7 Transition 3 days
15 Testing 2 days - Tester
16 | 15SS+1 de Bugfixing 1 day Java Dev
17 1€ Deployment 1 day Java; Dev
18 14 Project complete 0 days 3/12;
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i 3aBNCMMOCTU 3a4au

= TUMbl 3aBUCMMOCTEN
=« FS, Finish-to-Start
= FF, Finish-to-Finish
« SS, Start-to-Start
« SF, Start-to-Finish (?!)
= Input-based (FS)
= Parallel tasks (FF, SS)

3aBUCUMOCTY AO/DKHbI BbITh JI0rnYeckmm!
H36eravte 3aBucumMocTu o pecypcam !
Hcrionib3yvite leveling delay
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i WBS tips

= Kaxpabit ypoBeHb WBS gomxkeH
coaepxatb BCE anemMeHThI,
HeobxoauMble A/1s BbINONHEHUS NPOEKTa

= MeToa BX0O40B/BbIXO40B

« Kaxxgas 3agada uMeet Bxoa (Apyryto 3agady
NN NCXOAHble MaTepuarsbl)

« Kaxxgas 3agayva nmeet Bbixoa (Apyryto
3aZla4vy nnn obbeKT NoCTaBKK)

= Bonpoc: Bo3MOXHbl I UCKTIOYEHNSA?
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i Meta Plan

Kak COCTaBUTb MJ1aH NMpoeKTa:

= [IpoBectn aekomno3ununto pabot (WBS)
= YCTAQHOBWUTb 3aBUCUMOCTU 3adau

= OUEeHNTb CTOMMOCTb PECYpPCOB U MPOAOHKUTENBHOCTb
3aaad / (PERT analysis)

= YCTaHOBUTb TpeboBaHUs K KBanndukaumm nepcoHana
= HasHaunTb pecypchl
= Onpepenntb BpeMs UCNOSTHEHNS U LIEHY MPOEKTa
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i OueHKa nNpoekKTa

= [OYHOCTb OL|EHOK
« Order of Magnitude -25% to +75%
= Budget -10% to 25%
» Definitive  -5% to 10%

= MeToabl OUEeHOK
= EXpert
= Analog
= Parametric

Copyright (C) V.Mukhortov, INTEKS LLC, 2003-2008

27




i AHaNl0roBas oueHKa

= /Icnonib3oBaHMe onbiTa KOMMNaHUK

= Algorithm:
= Hantm noxoxxmn npoekTt(3aaadvy)
= [IOHATb pa3nnyns

= 3Has aKTUYECKY0 CTOMMOCTb MOXOXXEro
npoekTta (3a4a4yun), OUeHUTb C y4eTOM
Pa3NYNN
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i [lapaMeTpunyeckasa oLeHKa

= VIcnonb30oBaHMe Moaeneu

= KaXkgaa mogenb Xxopolla B onpeaneHHbIX
YCNoBUAX
= COCOMO (LoC) — Hanp. NMopTupoBaHue
=« FPA (Function points analysis)
= U/C points (G.Kamer, Rational, 1993)

= Use-Case metrics (U3 onbiTta Web-npoekTosB:
20 h/UC) — npocTble KNneHT-cepBep CUCTEMB
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i Use-case points

= Actor type (1-3) : UAW

= Use case type (1-3) : UUCW

= UUCP = UAW + UUCW

= Technical complexity TCF=0.6+(0.01*TF)
= Environmental factor EF=1.4+(-0.03*EF)
= Adjusted UCP = UUCP*TCF*EF

= 20m/h per Adjusted UCP
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i Actor types

= 1: Simple - agpyras cucrema c n3BeCTHbIM
API

= 2: Average - cuctema,
B3aMMOAEUCTBYIOLLAs Yepe3 NpoTOKO)

= 3: Complex - nepcoHa,

B3amMopaeuncTaytowas vyepe3 GUI nnn Web-

page
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i Use-case types

= 1: Simple (<5 aHanuTHU4ecknx Kraccos)
= 2: Average (5-10 aHanuTHU4ecknx Knaccos)
= 3: Complex (>10 aHanUTM4YeCcKnx Knaccos)

[pyron cnocob:
= 1: Simple (npocton UI, 1 DB entity)

= 2: Average (6bonee cnoxHbin UI, >2 DB
entities)

= 3: Complex (cnoxHbin UI, >3 DB entities)
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i UCP: Technical factors

= Distributed system: weight = 2
= Complex processing: weight=1
= Easy to install: weight=0.5

= Portable: weight=2

TCF=0.6+SUM, (0.01*TF))
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i UCP: Environment factors

= Familiar with RUP: 1.5

= Stable requirements: 2

= Part-time workers: -1

= Object oriented experience: 1

EF=1.4+SUM,(-0.03*EF)
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i JKCnepTHada OLEeHKa

= KaXkaada 3agaya oUeHMBAETCH 3KCNepToMm

s TpebyeTt yeTkoro onpeaeneHns BCEX
3a4au

= [pebyeT HanMmMyuns 3KCnepToB Mo BCEM
TMNaM 3a/la4 B CAMOM Hayarie npoekTa
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i PERT Analysis

= PERT - Program Evaluation and Review
Technique

= MIcnonb3yeTcs npu 3KCNepPTHOW OLEHKE

= YBEMYNBAET BEPOATHOCTb MPaBUSIbHOW
OLIEHKM

= /Icnonb3yeT 3 YPOBHSA OLIEHKM Ha 3ada4y
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i 3 YPOBHS1 OLIEHKWU

= Optimistic — aaeTca B Nnpeanono)XXeHnu
YTO BCE NOUAET XOPOLLO

= Most Likely — Hanbonee BeposiTHas
OLIeHKa, IaeTCs C YYETOM OrbITa

= Pessimistic — naetca B npeAnosoyXeHnm
HanXyaLero pa3BuTUS CobbITUU
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i Bonpochl

= VIMeeTca Habop cryyamHbIX HOpMasibHO
pacnpeaeneHHbIX BenuunH W. c
ancnepcnen D, = S?

= YeMy paBHa gmcnepcusa CyMMbl?

= YTO MOXXHO CKa3aTb O pacnpeaeneHunm
CYMMbI, €Cnu1 pacnpeaeneHume

COCTaBNAOWMX CYMMbI HEMb3s CHYUTATb
CTpPOro HopMa’sbHbIM?
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i OTBeThI

2
N S — \/Z Si
= LleHTpanbHaga npeaenbHaa Teopema
= ... /I Ba)XXHbIN BbIBOA:

= OueHka, nonyyeHHass CyMMOW OLIEHOK
bonee Menknx 3aaad AacT B Utore
MEHbLUYIO OLLUNOKY
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HopManbHOe pacnpeaeneHue

—(x—pit?
1 2 2

o

20

Yo

TP() =

E i
Al 2T /

\

\
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i PERT

= /icxoanM 13 runoTtesbl 0 HOpMaslbHOM
pacnpeneneHnm BepoaTHOCTU OLEHOK

3aa\4
«E=(0+4*ML+P)/6
=S =(P-0)/6

« E=Sum (E)

s S=5qrt (Sum (S**2))
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i [lpyMep paccyeTa PERT

Optimistic | Most Likely | Pessimistic| 5i E | 512
Janada 1 2 3 Al 03] 300 0/
Saladag 3 4 Rl U5 472 O3
Aalada 3 2 3 4 O3] 301 01
Janada 4 4 5 gl 07 531 04
TOTALS 11 15 22 15,50 957
FINAL ESTIMATE (+35) 18
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i JKCnepTHada OLEeHKa

= [ pyao3aTpathbl oueHmBaoTca no PERT

= [IpoaomMKUTENBHOCTL NPOEeKTa cneayer
13 nnaHa pabot

= /ITOroBas oueHka BepnduumpyeTcs npu
MOMOLLIM aHaNOroBbIX UK
napaMeTpuyecKkmux OLLeHOK
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i Ha3Ha4yeHne pecypcoB

= B nnaHe He Ao/mKHO 6bIThb 3a4a4 C He
Ha3HAYEeHHbIMN pecypcaMu

= /I36erante HasHa4yaTb HECKObKO

peCypCcoB Ha OAHY 3aAad4y (nokanusauus
OTBETCTBEHHOCTU)
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i OrpaHu4yeHus 3agau

= Mlcnonb3yoTca Ansa 3a4aHns YCNoBUN Ha
Hayano MM OKOHYaHME 3a4aum

= 8 TMNOB OrpaHnYeHnu
= ASAP, As Soon As Possible — default
» MSO, Must Start On — just-in-time tasks
= ALAP, As Late As Possible
= FNET, Finish Not Earlier Than (on or after)
= FNLT, Finish Not Later Than (on or before)
= SNET, Start Not Earlier Than (on or after)
= SNLT, Start Not Later Than (on or before)
= MFO, Must Finish On
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i BbipaBHMBaHWE pecypcoB

= Automatic (nognepxmBaetcsa B MS Project)

= Manual — B UT npoekTax He TaK y>X MHOIo
O[IHOBPEMEHHbIX 3a/la4y, py4yHoe
BbipaBHMBaHWE AaeT nyyllne pesynbTaThl
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i KpuTnyeckmum nyTb

= [locnegoBaTenbHOCTb 3a4a4, MMeroLlas
Manbin Unn Hyneson 3anac (slack)

= Slack — BpeMs, Ha KOTOpoe MOXHO
3a/lep>XaTb OKOHYaHMe 3aa4uun 6e3 yrpo3bl
CpbiBa CPOKOB MNPOEKTA
= => OwwunbKa B oueHKe 3a4a4 Ha
KPUTUYECKOM MNYTU BNeYyeT oWmnbKy B
npeacka3aHUM CPOKOB NpoOeKTa B Lie/IoM
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i [1naHnpoBaHne BpeMEeHWU BbIMNOTHEHUS

= /icxoaHble aaHHble: WBS, cBs3u
3aJa4, Ha3Ha4YeHHble pecypchl

= Micnonb3ynTte orpaHn4yeHuns
= BblpoBHAUTE pecypchl
= Onpenenute KPpUTUYECKUU MYTb

= 3an1aHupynTe 3anacbl Ha

KPUTMYECKOM NyTu (Ucxoas U3 AaHHbIX
PERT)
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i [1naHnpoOBaHWE CpbIBOB MNJ1aHa

= Promises kept are more important than
early delivery”

= He nobaBnsnte Mecsl K KOHLY naaHa —
He cnaceT

= Micnonb3yunte 3anacbl HA KPUTUYECKOM

nyTn — ecnn npobnemMa CcyLecTByeT, OHa
NPOSIBUTCS paHbLUE

= [TnaHmnpymnTe Kkputmndeckme 3agadum bnmxke
K CTapTy NpoeKTa
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i YrnpaBneHUe KpUTUUYECKUM NYyTEM

= Ha KpnTMYeCcKkoM nyTu HaUTK 3aa4n C
MasibiM 3anacom

s YTOUYHUTDb UX NpPpoOAOJIKUTENIbHOCTb (no
BO3MOXXHOCTW)

= [lo6baBuTb 3anac Anga Tex 3agad, Ubio
NPOAOJIKXUTENIbHOCTb THAXXEJ/10 OUEeHUTDb
TOYHO (mncnonb3oBatb pe3ynbTatbl PERT-aHann3a)
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i KOHTPO/1bHbIE BOMNPOCHI

= «TpeyronbHUK» NPOEKTHOro yrnpaBieHUs

= WBS — onpeaeneHue. Kak cBa3aHbl WBS
n Gantt chart?

= PERT analysis — 410 3T10? 3auem
MCNonb3yeTcsa?

= [ UMbl OUEHOK

= Kputnyeckuun nyTtb — onpepenexHme. Yto
OAeT HaM 3HaHWe KpUTU4YeCcKoro nyTtu?
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i KOHTpOJIbHasA 3aaa4ya

‘ May 24, '04 May 31, '04

ID | Predecesso/| Task Name Duration |S|M|T|W|T|F|S|S|M|T/W/ T|F|S|S
1 Project 10 days | | ———

2 Task A 2days| |

3 2 Task B 4 days

4 3SS Task C 3 days

5 3 Task D 4 day s %

6 45 Project complete 0 days 6/4

YKaXUTE KPUTUUECKUH ITYTh IPOEKTA U PACCUUTANTE 3aIac Al KPUTUUECKOTO IyTH IIPU
YCJIOBUH, YTO OIIEHKH 3a7a4 COOTBETCTBYIOT MPUBEJCHHBIM B TA0JIUIIE:

Optimistic Most Likely Pessimistic
Task A 1 2 3
Task B 3 4 5
Task C 1 3 5
Task D 2 4 6
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