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Customer Profile

End-to-end global pharmaceutical compan
with 60,000 employeesdiscovers,
manufactures,and markets a range of
products to improvehealth of humans and
animals through prescriptiondrugs and
vaccines.

Business Situation

Thecompanyds | T Lab vissl
graphic reportsto help speed project
completion to reduce timeto-market and
offset patent expiration pressures. Th&r
Labworks closely with busines partners

Solution

The company developed a set of new too
and reports using Microsofe Office Visi@
2007 to visualize project status and
exploreresource availabilitywhile reducing
project management effort

Benefits

A Reduce up to25% inmanagementhours
(10 hours per week)

A Estimated savings of $2M iradditional
productivity

A Estimated savings of 10kproject
managementhours per week

Global Pharmaceutical Company Expects to Save
$2M Annually with Automated Reports

OWe haveenabled our project managers to produce
reaHime resource capacity reports while eliminating
the manual satus trackingprocesso

Senior Project Manager , IT Lab

The ITLab of a global pharmaceutical companis responsitie for
evaluating new technologieso determine viability forthe entire
enterprise. Due to increasingbusinesspressures from patent
expirations,the Lab istasked to find solutions to reduce timeto-
market by runningprojects moreefficiently. Optimizing staff
allocation is currently difficult because btaining resource
allocationinformation is a cumbersome manual effort Tosolve
this problem the Lab deployed Microsoft Office Visie 2007 to
automate reportsto better analyze their project and resource date
With over 1,000 project managers from R&D to Marketing, the
team expects large scale efficiency gains to be generated thyese
new reports Based on the success of the initial pilot progranthe
lab expectsthe companyto save over $2M annuallyon project
status tracking andstaff allocation efforts.
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Figure 1. IT / IS Management
processand subprocesses

Situation

The customer is gglobal researchdriven
pharmaceutical companywith over 100 years
of historyin drug discovery, development,
manufacturing, and marketing. The company
employs overl,000 project managersacross
5,000+ projects throughout the company
from R&D tomanufacturing tomarketing.
Thecompamyds | T Lab
collaboration space where managers can
work closely withthe team to address
business challengeswith IT solutions.

Business Priorities

Toremain aleader inpharmaceutical

developmentthe customerwantsto address

the following busness priorities:

A Accelerateproject completion

A Provide a standard compamyide tool with
easyto-ead reports and reatime data for
project managers

A Determine whether staff are spending their
time on the right activities

A Optimize the match of resourceskills and
project needs

Reaching these goalshas the potential to

help the companyreduce timeto-market for

its critical life-saving products

Challenges in the project management

and staff allocation process

Thecompany facel a number of challenges
in the way it monitors and reports project
status as well as allocatesesources to
projects according to skills and experiences.
For this project he IT lab usedthe proposed
solution on its own work environmentThe

p r o v iLab& projeat management environments

similar to the rest of the companyas they are
also responsible for managingnultiple
projects at a time.

Monitoring project status iscurrentlya very

cumbersomeand highly manualprocessfor

project managers since there are many

points of update including:

A Verbal staff updates during regular weekly
meetings

A Postmeeting followup updates via
multiple channels (e.g., ipperson, email,
phone, instant messages, thumb drives)

A Adhoc status updates anytimealso via
multiple channels

These various commuitation channels,

frequency, and time of week for updates can

grind project manager productivity to a near

standstill. Project managers also need to

gather updates from multiple locations due to
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OCurr ensforme
reporting projectand
resourcestatus
consume more than
20% of a project
manager 0s

Senior Project Manager , IT Lab

t

the diversity of roles such aslevelopers,
testers, and bushess userswho sit in
different locations. Roject manages needto
stop what they are doingvhen new status
comes in Regarding the tracking process,
the Senior Project Manager of the IT Lab
says,
and resourcestatus consumemore than 2%
of a project
we would like touseforot her

Project report format is also an issue since
there is no standard format across projects
which make it difficult for project managers
to manage across projects.

Status reports are currently produced in
Microsofte Office Exceb documents a format
that is difficult for lab managerto quickly
gleanand understand projectstatus. For
project managers, updating status reports in
text is timeconsuming anddoes not allow
them to clearly illustrate weekly status
progression

The IT Labmanageris responsible for
assigningstaff and IT resourcesacross
multiple projects to deliver projects odime.
The Labmanager meets with staff once a
quarter to agree upon an estimated workload
allocation with biweekly updates by staff on
actual time spent. The information on actual
time spent by gaff is sentby email. Updating
and processng this informationis a time
consuminghighly manualactivity for both
staff and the team lead. Furthermore, the
turnaround timeto reassign staff across
projectsis lengthybecausethe team lead
needs towait to receiveresponse from all
staff before proceeding Waiting for response
can take up to 2 days since mebers can be
away from their desk at the lab by which time
a reallocation opportunity may have already
passed.

Manual Process for Aggregating Project
Status

In order to providean accuratepicture of
overallperformanceacross multiple projects,
project managerscollect andreviewmany
pages ofreporttext. This work is time
intensive since projectmanagers need to
manually averageperformanceacross all

0 Cu r r ereportingpeofedt o d projectedra task made more difficult by the

fact that status is described in text

ma n a g e r 0 Aggregating statusactoksipmjects s tedidusn e
act i vhbhutimpertant as it helps managers

understand overall performance against
yearly stated goals See Figure 1 on the
previous page for a detailed breakdown of
the IT / IS Management process.

Business Pressures to Improve Projec t
Management

Several industrywide business pressures are
motivating the drive to improve project
management, among them:

A Continuing evidence of firsto-market
advantage

Increasing cost of drug discovery as many
compounds already discovered

Growing focuson biologic drugs which
require high initial investment costs
Increasing cost of enrolling patients and
physicians for testing

Looming patent expirations in the next5
10 years

Improvements in project management will
help the company reduce project complébn
time across every function to ultimately result
in faster timeto-market.
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Critical Success Factors for Improving
Project Management Efficiency a nd
Reducing Project Completion Time

A moreefficient project managementprocess
will help to reduce project delivery timeby
allowing project managers to spend more
time supporting staff rather than collect and
update status This global pharmaceutical
c 0 mp a n y didentified seterltcritical
success factors and key performance
indicators (KPIs)for managng the process:




A Reduce project manager time spent on
status tracking by 90%

A Improve utilization of staff resources by
10%

A Developeasyto-read reports that
graphically represent project status

A Improve ontime project delivery by 10%
(through reattime staffing allocation)

The Senior Project Manager of the IT Lab
says, OFollowing the
looking to eliminate a few major inefficient
activities and expect it to yield major results
to i mprove our

The identification of he critical success
factors for project managementprocess
helpedthe company torecognize a number of
areas of improvement

Solution

In order to address these areas gfrojectand
managementresourceefficiency, the
customerengagedVisibility.bizwhich is
focused on Visio consulting and educationin
2006 its CTO was namedisioMost Valuable
Professional by Microsoft For this project,
Visibility.bizdevelopedautomated visual
reports using Visio 2007 from project and
resource data residing in Sharoint 2007.
Business Strategies and Tools Used to

projec

Enhance Project Management

By working with the newest productivity tools
from 2007 Office release the companywas
able to improve and/ or automate almostthe
entire project managementreporting process
to improve analysis on resource status,
project cost, on-time delivery and staff
productivity.

Represent Project Status Graphically
Bhe Data Graphics feature frane Offeca \Bio
2007 allows data to be shown with shapes in
a diagram and provides visual cles right
away on status.r Rathen tHan dse text,
Visibility.biz developed status reports and
dashboards to displayeach staff's utilized
hours. Users can select from a library of
shapes such as traffidights, meters, graphs,
and checkboxes that best reflet the type of
report data. Data Graphics can also be
paired with Data Links to connect data
directly to its source.

Figure3 shows the overall health of projects
using the intuitive trafficlight color scheme.

Automate Project Status Updates
Eachteam is given SharePoint access to
store their project data intask lists linked to
Visia Rather than contact project managers
eachtime adeliverable or milestone is
completed, staff simply updates the

Activity

Current Process

Improved Process

Benefit

Project Status

Meetings with follow-up emails,
phone calls, and thumb drives

AAutomated status updates
based on deliverables completed

ASaves 25% of project
manager time per week

Figure 2 Table of revised
processes and benefits

Call / email each staff to ask time
spent across projects / tasks

Astaff updates and revises time
directly in tool

ASaves 20% of people
manager time per week

APeople manager always has
latest status

Project Updates

Type status in text document

AUse charts and diagrams to
communicate status

AStatus automatically updated

AEasy to read reports
AlLive status updates

Aggregate Multiple
Project Status

Manually roll-up status across
multiple projects

AUpdate project list for
aggregation

AStatus automatically updates
and aggregates

ASaves 10% of project
managers time per week
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Figure 3. Project health across multiple
attributes using t raffic -light color scheme

Figure 4. Project status by deliverable
milestone

I

Figure 5. Staff report on planned vs.

actual work completed YTD
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SharePoint task list to provide project
managers withthe latest status.

Using the newData Link feature in Visio
2007, each time a staff member completes
and checksin a predefinedset of project
deliverablesthe status is automatically
updated and reflectedin the report without
intervention by the poject manager. To get
the latest status report, project managers
simply click the refresh button.

Figure4 shows a screenshot of the new
graphicalproject status report which shows
whichdeliverables have been completed to
date.

Automate Status Aggregation

With Microsoft SharePoint and Visio 2007
project managers can easily produce
aggregate reports by linking multiple status
sources to a single document Reports can
be created in a hierarchical fashion to roll up
status for multiple streams in aproject and
then rollup further across multiple projects.
Buildingthese reportsis easy because the
drag-and-drop frontend allows users to
quickly select which level of detail they want
automatically updated. Furthermore, the new
Visio 2007 Pivot Diagam feature allows data
to be shown in groups and subtotal§ which
can be drilleddown for additional detaild so
rollout the new tools throughout the entire
project manager can select just the subset of
projects they are responsible for while the
Lab manager can select to see status for
every project and a singleollup up status of
all Lab projects All graphical indicators in
these reports are linked for automatic
updates and developed in Visio 2007
Figure4 shows an aggregated resource
utilization report which displays planned vs.
actual time spent across projects.

Benefits

By implementingthe 2007 Microsoft Office
systemthe customerexperiencedseveral
improvements inits project managementand

resource allocation process Withthe new

automated workflow,the ITLab plans to

rollout the new tools throughouthe entire

company Below are highlights of the

benefits obtained through this project:

A Save 25% of project manager timél0 hrs
per week automating status updates

A Save 10% of project managetime (4 hrs
per week) automating status aggregation

A Save 20% of people manager timéhrs
per week) automating staff allocation
reports

Figure6 provides asummaryof benefits and

how they are calculated

Commenting orbenefits obtained from the
pilot programthe Senior Project Manager of
theIT Labsaysp Th e n e wreduaed |
the time my staff and | spend on project
management by up to 25%. expect these
tools will also have a similar magnitude of
impactto therestoft he company.

Automated Sta tus Updates

In addition to saving time for project
managers by up to 25%, the new process
also saves time for staff by eliminating time
spent on update calls / emails. The new
process also eliminates data entry errors
caused by manual processes.This povides
project managers with time for highevalue
activities. Such a tool helps eliminate manual

status tracking and allow project managers to

always see the latest status by refreshing the
document.

Standard Visual Project Status

The improved projecend resource reports
help managers quickly understandtatus and
make prioritization and allocation decisions.
Shapes and diagrams also help identify
bottlenecks and communicate process to
new members

Real-time View to Staff and IT Resource
Allocation and YTD Goal Attainment

has

6



