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Project:

You are required to document your role in administering a project. The project may be setin a
business, social, sporting, or family environment but must be of a significant size and scale. If
you do not have an actual project to write about you may complete the project hypothetically.
This report will be between three to six pages in length. This is a significant research project.

Your report must address eaelr ONE of the following issues:

1. Identify and describe the purpose, scope, and objectives of the project. Display this
information using an appropriate tool.

2. Describe how the team is given an outline of the project.

3. Describe the strategies that are going to be set up to maintain communication with the
team members.

4. Describe the tools that are going to be used to monitor the goals, time frames or
milestones.

5. Identify project milestones and activities. Display this information using an appropriate
tool.

6. Create a budget and link the costs to the key milestones for a project.

7. Describe how you are going to divide tasks and resources amongst a project team.
Display this information using an appropriate tool.

8. Briefly describe how the progress will be monitored.

9. How are current project records maintained? Who has responsibility for this? provide
some recommendations on how this process could be improved.

10. Describe the current procedure for finalizing projects. Create your own procedure and
identify how you will evaluate the success of the project.

11. Legislation that may affect the project including health and safety, and anti-
discrimination legislation.

Best of luck...
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First, | would like to thanks Dr. Akram for support and guidance in Advanced project
Management course. In this research a will staudy point number 1 (Identify and
describe the purpose, scope, and objectives of the project. Display this information
using an appropriate tool.) In Saudi Drug Registration project.

| Answer

Introduction

Health in the Kingdom of Saudi Arabia aims to provide comprehensive health
care for all people in an accessible manner, for reaching this goal the ministry of health
and Saudi drug and food authority run a lot of projects, The ( Saudi Drug Registration
project ) is one of that projects, I've managed and lead this project as project manager,
at the beginning need to identify and describe the purpose, scope, and objectives

clearly with stakeholders that will guide at the end the project to success.
Literature Review

Take action to know why you are doing this project (purpose), what you expect to
accomplish (objectives), and the limitations of the project (scope), these keys once well-

defined will keep the project focused and get work done.

e Purpose of project
Getting all the Stakeholders on the same page is not an easy work, but starting

with a business case and benefits management plan will be able to develop a purpose
statement -including problem and mission statements in a specific and precise, concise,
clear, and goal-oriented way- to summarizes the project goals that will help
stakeholders to reach an agreement before the project is initiated and flows into the

project charter and assumption log (Appendix:1).

e Objectives of project
Defining project purposes have been completed, now is a good time to move

forward and state project objectives, Objectives should be SMART to be achievable



(Specific: clearly stated, Measurable: metrics exist, Attainable: is realistic, Relevant: fits

the organization’s strategic, Time-based: without target dates are merely dreams).

e Scope of project
Project charter is approved including project’s purposes and objectives, So the

project manager gets green-light to start project activities and process, define scope is a
process in project scope management aims to develop a “detailed description of the
project and product” (Appendix:2) to produce a Project Scope Statement that will
explain what included (in scope) or excluded (out of scope) of the project and have
elements like ( Deliverables, Milestones, Requirements, Assumptions, constraints,
Risks..).

Methodology

e Defining Purpose statement of Saudi Drug Registration project:

Information have: Business case

Tools used: Information system, Networking, Stakeholder analysis, Conflict
management, Multicriteria decision analysis, Meeting.

By using above information and tools finalized the Purpose statement of Saudi
Drug Registration project: (The Saudi Drug Registration (SDR) System Is an
electronic system which aims to facilitate the registration of medicinal, herbal
and health products for both Human & Veterinary use)

e Defining Objectives of Saudi Drug Registration project:

Information have: Purpose statement, business case, Strategy plan of Saudi drug
and food authority.

Tools used: Expert judgment, Focus groups, SWOT analysis, Information
system, Stakeholder engagement assessment matrix, Multicriteria decision
analysis, Meeting.

By using above information and tools we come up with 4™ objectives of Saudi
Drug Registration project inherit from one goal (facilitate):

e Upload and validate huge and bag medical files electronically.
e |ssue certificates electronically.

e Register various types of pharmaceutical products.

e Receive alerts through the system to all system actors.



e Defining scope of Saudi Drug Registration project:

Information have: Project charter, Project management plan, Project documents,
standards of Saudi drug registration, database of lessons learned, project
templates.

Tools used: Expert judgment, Data analysis, Decision making, Interpersonal and
team skills, Product analysis.

By using above information and tools, the scope was defined as below:

Project Name | Saudi Drug Registration (eSdr)
Organization | Saudi Drug and Food Authority

Version V.2.3
Date 23-3-2018
Deliverables

e Electronic system with list of below features (eSdr Sofware).

e Prepare system infrastructure to run system (eSdr Hardware).

Milestones

Project
Start

Requirements | Function requirements:

e End users: Login, submit request 4type of request (New- update —
renewal —cancel), view request status, Upload and validate large file
include Drug descriptions, replay on SFDA inquiries, submit certificate
request, print Drug registration certificate.

o SFDA team: Login, process End user requests, raise inquiries to end
user in five waves, view and add comments on Drug file,11
performance reports, 1 dashboard.




8 services with 64 CPU.
2 switches.
2 environments (Test -production)

Non function requirements:

Availability: High available 24/7/365

Usability: No more 2 working day for new user to know how to use
system.

Apply a high level of data and system security.

Assumptions

Develop system on cloud secure environment.

Old Database designed in clear structure and ready to data migration.
No changes on current business process of Drug registration and will
still as is two years minimum.

Constraints

The first phase should deliver on 6 Minth.
Using SFDA user management system to access eSDR.

Risks

e Stole drug details file.
e Change Drug registration policy and procedures.
e IT infrastructure failures
e Technical failures
Acceptance User Acceptances Test (UAT).
criteria Quiality control reports including bugs fixing.
scope In scope:
description e Develop IT software to receive, process, and issue certificate of Druq

registration requests.
Upload maximum 20 GB for any request.
Data Migration from only one database.

Out of scope:

Support for any system integrated with eSDR.
Data Migration from any sources except Old system database.

Results and Discussion

Defining purpose statement of Saudi Drug Registration project went through
many challenges to reach all stakeholders agreement, it's a new idea and there's very
little information and no competitors in this market. Using business case and some
information from SFDA information system was starting point to prepare a draft of a
purpose statement, in that time conflict began to appear on project goals which have to
controlled this conflict in order to come up with an agreement, by using stakeholders
analysis we collected their interest and analyzed them to one main goal in one word
(facilitate), during all the next meetings this the word has been written on whiteboard
and with initial agreement with all stakeholder we have to avoid discussion of any sub-




goal not inherit from this goal, After back and forth discussion individually and within
group finally the purpose statement set and gain stakeholders agreement:

Conclusion:

e Stakeholder analysis used to help keep focusing on Interests.
e Conflict management:
o Collaboration style used in initial agreement with all stakeholder to use
(facilitate) as main goal.
o Avoiding style used to avoid any sub-goals do not inherit main goals.
e Meeting with Multicriteria decision analysis tools used to facilitate discussion
among stakeholders to make a final decision on purpose statement.

Defining objectives of Saudi Drug Registration project inherited from the main goal
which was one goal keep focusing how to facilitate user experience journey on drug

registration, from a lot of objective we choose the above 4™ objectives base on below
SWOT analysis

eSDR SWOT Analysis

S W O T

Strengths Weaknesses Opportunities

H I8 T [®

« Ability to design and * Costly
develop huge system * Inaccessible to a « focus can help drive a » Stole drug details file.
« Have experience to larger consumer great database help = Change process of drug
deliver IT system * poor marketing health sectors. registration.
« The contractors have a
trusted and high product

Conclusion:

e Using SWOT analysis help with other tools like focus groups, meeting, and
expert judgment to write Saudi Drug Registration (eSdr)’s objectives.
e Both purpose statement and objectives flow into the project charter.



Defining scope of Saudi Drug Registration project has technical and business
elements which both have to be consider well and document clearly to meet
stakeholders’ expectations at end as well to set measurable acceptance criteria, the
scope statement above take a time to be finalized with business and technical teams
using lessons learned of the past projects and data analysis allowed us to reused many
technical tools and avoided causes of the past projects failure especially when write-
down and approved the out of scope part in scope statement.

Conclusion:

e Using Project charter, standards of Saudi drug registration, lessons
learned of past projects and project templates to define scope of eSDR
project with guidance from expert in technical and health sector have a
good skills to analyzed data and make decision in what should be include
or exclude in project scope.

References

e Pmbok 6th edition.
e Advanced project Management course slides.

Appendices:

1

4.1 Develop
Project Charter

.1 Inputs
.1 Business documents
.2 Agreements
.3 Enterprise environmental
factors
.4 Organizational process
assets

.2 Tools & Techniques
.1 Expert judgment
.2 Data gathering
.3 Interpersonal and team
skills
4 Meetings

.3 Outputs
.1 Project charter
.2 Assumption log

J

5.3 Define Scope—The process of developing a detailed description of the project and product.
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