Now that you have expanded the testing for the Video Game Delivery Project, you need to clarify who needs to do what for the customer-testing portion of the project.  Recall that the team members include you, the project manager; Lori, your project sponsor; Matt and Najwa from the information technology department; Magda and John from the marketing department; Nora from the purchasing department; Gaurav from ABC Corp., whose providing the web-based application and helping you customize it; and Julie, your main contact from Edsys, the educational systems consulting firm.

Prepare a responsibility assignment matrix RAM (see below) based on the following information: The main tasks that need to be done for early customer testing are to determine the demographics for the testers, plan how many people and how many testing sessions will be held, find the testers, develop the test, prepare the facilities, create the survey and other methods for getting customer feedback, and analyze the results.  [image: image1.jpg]WBS activities ————————————>
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Figure 9-4. Sample Responsibility Assignment Matrix (RAM)

In addition to using a RAM 1o assign detailed work activities, you can also
use a RAM to define general roles and responsibilities on projects. This type
of RAM can include the stakeholders in the project. Figure 9-5 provides a
RAM that shows whether stakeholders are accountable or just participants in
part of a project, and whether they are required 10 provide input, review, or
sign off on parts of a project. This simple tool can be a very effective way for
the project manager fo communicate roles and expectations of important
stakeholders on projects.
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Figure 9-5. RAM Showing Stakeholder Roles.




Also, prepare and an RACI chart to help clarify roles and responsibilities for these customer-testing tasks. Document key assumptions you make in preparing the chart (see below). [image: image2.jpg]PROJECT HUMAN RESOURCE MANAGEMENT 361

Some organizations use RACI charts to show Responsibility, Accountability,
Consultation, and Informed roles for project stakeholders. As shown in Table 9-
a RACI chart lsts tasks vertically, individuals or groups horizontally, and each
intersecting cell contains an R, A, C, or I. Each task may have multiple A, C, or I
enrics, but there can be only one R entry to clarify which particular individual
or group has responsibility for each task.

Table 9-1: Sample RACI Chart
GrourA  GRourB  GRoUPC  GRowrD  GRouPE

Test Plans ® A c c 0
Unit Test B i ® A '
Integration Test A ® ' < c
System Test ' < A ' ®
User Acceprance Test & ' c ® A

Staffing Management Plans and Resource Histograms

Another output of human resource planning is a staffing management plan. A
staffing management plan describes when and how people will be added to
and taken off the project team. It is often part of the project management plan,
as described in Chapter 4. The level of detail may vary based on the type of
project. For example, if an information technology project is projected to need
100 people on average over a year, the staffing management plan would
describe the types of people needed to work on the project, such as Java pro-
grammers, business analysts, technical writers, and so on, and the number of
cach type of person needed cach month, It would also describe how these
resources would be acquired, trained, rewarded, reassigned afier the project,
and so on. All of these issues are important to meeting the needs of the project,
the employees, and the organization.

‘The staffing management plan often includes a resource histogram, which
is a column chart that shows the number of resources assigned 10 a project
over time. Figure 9-6 provides an example of a histogram that might be used
for a six-month information technology project. Notice that the columns repre-
sent the number of peaple needed in cach arca—managers, business analysts,
programmers, and technical writers. By stacking the columns, you can sce the
total number of people needed cach month. After determining the project
staffing needs, the next steps in project human resource management are to
acquire the necessary staff and then develop the projeet team.





