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Tree-Trimming Case Study
The following is an analysis of Thomas Johnson’s Christmas tree trimming business operations in regard to a project to shear approximately twenty-four thousand trees for customer Tom Jones under a thirty-thousand-dollar lump sum contract. Five days after beginning the work Thomas received an initial payment of seven-thousand five-hundred dollars and has approximately cut six-thousand trees. This report will first determine if the project is on, over, or under schedule, and will determine if Thomas is using Earned Value. It will then explains how Thomas can set up schedule and cost variance, manage project scope changes, and how he can use agile methodology to accelerate the project completion. Finally, the report will analyze the performance of the project.
Schedule Status
The information provided in the case study for Thomas Johnson’s Timber and Christmas Tree Farm as noted above details the actual or current progress. However, fails to identify the originally contracted estimate of the time to complete the project before commencing work activities called the project baseline. Thus, without further information regarding the project schedule’s baseline it is impossible to determine whether the project is over, on, or below the project schedule (Project-Management.com, 2018).
What Thomas Can Calculate
While, the known information cannot determine the current status of the project’s schedule, it can however, be used to determine the current percentage of work that is complete, what is left to complete, and can be used to create a forecasted schedule. According to the known information, the contract calls for approximately thirty thousand trees to be sheared. It also details that the actual number of trees sheared stands at approximately six thousand trees. Using the equations below Thomas can draw the conclusion that the project is currently twenty-five percent complete and that the project is seventy-five percent from completion.
Percent (%) complete 		= project accruals / project total
= approx. trees cleared/ approx. total trees to shear (per contract)
= 6,000 / 24.000
% complete 			=25%
Percent (%) to complete 	= (project total - project actuals) / project actuals
= Approx. total trees to shear (per contract) – Approx. trees sheared
= approx. remaining trees to shear / approx. trees to shear (per contract)
= 24000 – 6000
= 18000 / 24000
= 75%
Thomas’ crew sheared approximately six-thousand trees in approximately five. Thus, by using the previous calculations for percent complete and the known project information, Thomas can calculate the amount of days or work weeks needed to complete the project. 
Estimating the time to Complete
Daily volume 			= project actuals / days to complete
= approx. trees sheared / actual days worked
=6000 trees / 5 days
=1200 trees per day
Total days
Duration to complete 		= project total / volume per day
=Approx. trees sheared / actual days worked
=24000 / 1200
=20 days
Work weeks
Duration to complete 		= duration to complete (days) / work days per week
=20 / 5
= 4 works weeks
Is Thomas Using Earned Value?
‘Earned Value’ (EV) compares total budget for all work activities in the project against the percent of the project that is complete. 
Earned Value = total budget for all work activities x % complete
Rather than to calculate the ‘Earned Value’ the project information provided determines the project’s Milestone payments. Using the cost of the lump sum contract, the percent complete, and the approximated number of trees sheared, Thomas calculates the milestone payments as shown below. Furthermore, the project budget which details the expected cost of each work activity is not provided. Thus, it is determined that Thomas is not using the ‘Earned Value’ calculation as taught in the Project Management Class.
Milestone payment 		= contract total x % complete
= $30,000 x 25%
= $7500
Setting up Schedule and Cost Variance
Setting up and interpreting the schedule and costs variances are relatively easy. For Thomas to set up schedule variance and schedule cost he will first need to determine the project budget (how much he expects to spend on all work activities) and the project schedule (how many trees should be sheared daily or weekly) before commencing the project. Both of the aforementioned items will remain the same throughout the duration of the project as they give a point of comparison. ‘Schedule Variance’ (SV) is the variance between the original project schedule and the actual work performed. ‘Cost Variance’ (CV) is the variation between what is earned, and the actual cost incurred within a particular time period. The equations for both schedule and cost variance are detailed below. The calculation of schedule and cost variance will inform Thomas if the project is maintaining the schedule and budget or if they are over schedule and budget. It is important to note that a negative result in either schedule or cost variance will indicate that the project is not meeting its originally intended schedule or budget (Wilson, 2014).
Schedule value (SV) = Earned Value (EV) – Planned Value (PV)
Cost Variance (CV) = Earned Value (EV) – Actual Cost (AC)
Managing Scope Change
Changes to scope should be managed through a detailed process to ensure that all changes to scope are communicated to the appropriate parties. Thus, Thomas should implement a change control process to manage all changes to scope that occur (Wilson, 2014). Through the change process the purpose of the scope change, the method of implementation, the parties to whom the change should be communicated to, and the methods to measure or determine the success of the scope change should be documented and administered to the interested parties of the change.
Agile Methodology versus Traditional PM Methods to Accelerate Completion
Because the nature and complexity of Thomas’ business does not involve complex processes or various types of outputs and personnel, the traditional method of project management is the best approach to completing the project. However, some forms of the agile methodology can, in fact, be used to accelerate the project’s completion. One method that can accelerate completion is to use a planned estimate of the work to be performed and the time that the works should take (McGannon, 2013). The planned estimate of work along with a shared and managed schedule will allow Thomas to see the differences between what is planned, and the actual time taken to complete each sprint.
Project Performance Analysis
Assuming the original quote given to the customer was an estimate the project would seem to be on schedule, with Thomas receiving his initial milestone payment just five days after starting the project. However, to determine the true and complete performance of the project more data in the initial estimate including budget projections and on the execution end, the actual cost of work performed is needed.
Conclusion
This report first determined that there is insufficient information to determine if the project is on, over, or below schedule. Secondly, the paper determined that Thomas is not using ‘Earned Value’ (EV) to calculate his earnings rather he is using the calculation of payment milestones. The paper then explained how Thomas can set up schedule and cost variance, methods he can use to manage scope changes, and agile methodology that he can use to accelerate the project’s completion. Finally, the report determined that the project seems to be performing well in terms of schedule assuming the data given was the original estimate, however, more information would be needed to determine the performance of the project regarding cost and schedule and how they correlate with one another.
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