LEARNER GUIDE 

PROJECT MANAGEMENT
Module 1.3
Explain fundamentals of Project Management

Unit Standard 120372
Level 4 Credits 5

TABLE OF CONTENTS

iTABLE OF CONTENTS


5PERSONAL INFORMATION


6INTRODUCTION


6Programme methodology


7What Learning Material you should have


9Different types of activities you can expect


10Learner Administration


10Assessments


11Learner Support


12Learner Expectations


13Unit Standards


13Fundamental Unit Standards


13Core unit standards


13Elective unit standards


13Articulation Options


14Exit Level Outcomes


16UNIT STANDARD 120372


20THE NATURE OF A PROJECT


21Project Management Glossary


28Introduction to project management


28Formative assessment define a project


28Group activity


29Types of projects


30International and local professional bodies


30Characteristics of project management


30All projects are unique


31They are one-time efforts


31Projects have limited and defined time spans


31Projects are about change


31Projects have defined outcomes


31All projects have an operational framework


31A project has a defined life cycle


31Projects rely on Stakeholder involvement


32The need for project management


33The project life cycle


33Project identification or identifying


34Project planning and design


36Project execution (implementation)


37Monitoring and Controlling


38Project closing and evaluation


39Project management activities


41PROJECT MANAGEMENT


42What is Project Management?


42The term "project”


42Programs


43The term "management"


43The term "project management"


43Project management VS general management


45Formative assessment: defining project management


45Group activity


46Project management processes


46Project initiation


46Planning


46Budgeting


46Identify risks


46Approval


47Implementation


47Monitoring


47Progress Reporting and Control


47Close out processes


48Evaluation


48Technical Processes


48Project Management Process


48Technical processes


49The Role of the Team Player


49The Role of the Team Leader


50Formative assessment Team work


50Individual activity


52PROJECT STRUCTURES


53Interrelationship between Strategic planning and project management


54Overview


54Project management is about managing:-


54Management of the Project


54The Project Team


55Teamwork


56Team Structure


57Work Breakdown Structure (WBS)


58ORGANISATION STRUCTURES


59What is Management?


59Formative assessment management


59Group activity


60Top management


61Middle management


61Lower/first-line management


65Areas of management


67Systems theory


68Open and closed systems


68Flow through a system


68Inputs


68Processes


69Outputs


69Feedback


69Business systems and the business process


71Formative assessment business processes


71Group activity


73Stakeholder Participation


75Group formative assessment - stakeholder analysis


76Matrix Organization


77Projects operate within various organizational structures


78PROJECT ACTIVITIES AND PROCESSES


79The Project Triangle


79The Traditional Triple Constraints


79Time


79Cost


80Scope


80Project Management documents


80Initiation


81Scope planning


82Formative assessment – project scope


82Group activity


84Planning


84Planning activities


84Planning parameters


84Resource and cost planning


84Budgeting


85Risk Management


85Scheduling


85Formative assessment: plan a workshop


85Group activity


86Quality


86Controlling


86Implementing a project


86Controlling a project's progress


88Monitoring


88Key Project Monitoring Questions and Time Frames


89Progress Reporting and Control


89Closing


90Evaluating


91Principles of Evaluation


91Purpose and timing of evaluation


91Evaluation Criteria


91Who Should Evaluate?


92Formative assessment: evaluation


92Group activity




PERSONAL INFORMATION

	NAME
	

	CONTACT ADDRESS
	

	
	

	Code
	

	Telephone (H)
	

	Telephone (W)
	

	Cellular
	

	Learner Number
	

	Identity Number
	

	

	EMPLOYER
	

	EMPLOYER CONTACT ADDRESS
	

	
	

	Code
	

	Supervisor Name
	

	Supervisor Contact Address
	

	
	

	Code
	

	Telephone (H)
	

	Telephone (W)
	

	Cellular
	


INTRODUCTION
Welcome to the learning programme
[image: image62.wmf] 

Follow along in the guide as the training practitioner takes you through the material. Make notes and sketches that will help you to understand and remember what you have learnt. Take notes and share information with your colleagues. Important and relevant information and skills are transferred by sharing!

This learning programme is divided into sections. Each section is preceded by a description of the required outcomes and assessment criteria as contained in the unit standards specified by the South African Qualifications Authority. These descriptions will define what you have to know and be able to do in order to be awarded the credits attached to this learning programme. These credits are regarded as building blocks towards achieving a National Qualification upon successful assessment and can never be taken away from you!

Programme methodology

[image: image63.bmp]
The programme methodology includes facilitator presentations, readings, individual activities, group discussions and skill application exercises.

Know what you want to get out of the programme from the beginning and start applying your new skills immediately.  Participate as much as possible so that the learning will be interactive and stimulating.

The following principles were applied in designing the course:

· Because the course is designed to maximise interactive learning, you are encouraged and required to participate fully during the group exercises

· As a learner you  will be presented with numerous problems and will be required to fully apply your mind to finding solutions to problems before being presented with the course presenter’s solutions to the problems

· Through participation and interaction the learners can learn as much from each other as they do from the course presenter

· Although learners attending the course may have varied degrees of experience in the subject matter, the course is designed to ensure that all delegates complete the course with the same level of understanding

· Because reflection forms an important component of adult learning, some learning resources will be followed by a self-assessment which is designed so that the learner will reflect on the material just completed.

This approach to course construction will ensure that learners first apply their minds to finding solutions to problems before the answers are provided, which will then maximise the learning process which is further strengthened by reflecting on the material covered by means of the self-assessments.

Different role players in delivery process

· Learner

· Facilitator

· Assessor

· Moderator

What Learning Material you should have

This learning material has also been designed to provide the learner with a comprehensive reference guide.

It is important that you take responsibility for your own learning process; this includes taking care of your learner material.  You should at all times have the following material with you:

	[image: image64.bmp]Learner Guide
	This learner guide is your valuable possession:
This is your textbook and reference material, which provides you with all the information you will require to meet the exit level outcomes. 

During contact sessions, your facilitator will use this guide and will facilitate the learning process. During contact sessions a variety of activities will assist you to gain knowledge and skills. 

Follow along in the guide as the training practitioner takes you through the material. Make notes and sketches that will help you to understand and remember what you have learnt. Take and share information with your colleagues. Important and relevant information and skills are transferred by sharing!

This learning programme is divided into sections. Each section is preceded by a description of the required outcomes and assessment criteria as contained in the unit standards specified by the South African Qualifications Authority. These descriptions will define what you have to know and be able to do in order to be awarded the credits attached to this learning programme. These credits are regarded as building blocks towards achieving a National Qualification upon successful assessment and can never be taken away from you!

	[image: image65.bmp]Formative Assessment Workbook

	The Formative Assessment Workbook supports the Learner Guide and assists you in applying what you have learnt. 
The formative assessment workbook contains classroom activities that you have to complete in the classroom, during contact sessions either in groups or individually.

You are required to complete all activities in the Formative Assessment Workbook. 

The facilitator will assist, lead and coach you through the process.

These activities ensure that you understand the content of the material and that you get an opportunity to test your understanding. 



Different types of activities you can expect

To accommodate your learning preferences, a variety of different types of activities are included in the formative and summative assessments. They will assist you to achieve the outcomes (correct results) and should guide you through the learning process, making learning a positive and pleasant experience.

[image: image1.png]



The table below provides you with more information related to the types of activities. 

	Types of Activities
	Description
	Purpose

	Knowledge Activities

[image: image66.bmp]
	You are required to complete these activities on your own. 


	These activities normally test your understanding and ability to apply the information.

	Skills Application Activities

[image: image67.bmp]
	You need to complete these activities in the workplace 


	These activities require you to apply the knowledge  and skills  gained in the workplace
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Natural Occurring Evidence


	You need to collect information and samples of documents from the workplace.
	These activities ensure you get the opportunity to learn from experts in the industry.

Collecting examples demonstrates how to implement knowledge and skills in a practical way


Learner Administration 
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Attendance Register

You are required to sign the Attendance Register every day you attend training sessions facilitated by a facilitator. 

Programme Evaluation Form 

On completion you will be supplied with a “Learning programme Evaluation Form”. You are required to evaluate your experience in attending the programme.

Please complete the form at the end of the programme, as this will assist us in improving our service and programme material.  Your assistance is highly appreciated.

Assessments

The only way to establish whether a learner is competent and has accomplished the specific outcomes is through the assessment process.  Assessment involves collecting and interpreting evidence about the learners’ ability to perform a task.

To qualify and receive credits towards your qualification, a registered Assessor will conduct an evaluation and assessment of your portfolio of evidence and competency.

This programme has been aligned to registered unit standards.  You will be assessed against the outcomes as stipulated in the unit standard by completing assessments and by compiling a portfolio of evidence that provides proof of your ability to apply the learning to your work situation.
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How will Assessments commence?

Formative Assessments 

The assessment process is easy to follow. You will be guided by the Facilitator. Your responsibility is to complete all the activities in the Formative Assessment Workbook and submit it to your facilitator. 

Summative Assessments 

You will be required to complete a series of summative assessments. The Summative Assessment Guide will assist you in identifying the evidence required for final assessment purposes. You will be required to complete these activities on your own time, using real life projects in your workplace or business environment in preparing evidence for your Portfolio of Evidence. Your Facilitator will provide more details in this regard.

To qualify and receive credits towards your qualification, a registered Assessor will conduct an evaluation and assessment of your portfolio of evidence and competency.

Learner Support

The responsibility of learning rests with you, so be proactive and ask questions and seek assistance and help from your facilitator, if required.

[image: image71.bmp]
Please remember that this Skills Programme is based on outcomes based education principles which implies the following:

· You are responsible for your own learning – make sure you manage your study, research and workplace time effectively. 

· Learning activities are learner driven – make sure you use the Learner Guide and Formative Assessment Workbook in the manner intended, and are familiar with the workplace requirements.  

· The Facilitator is there to reasonably assist you during contact, practical and workplace time for this programme – make sure that you have his/her contact details.

· You are responsible for the safekeeping of your completed Formative Assessment Workbook and Workplace Guide 

· If you need assistance please contact your facilitator who will gladly assist you.

· If you have any special needs please inform the facilitator 

Learner Expectations 

Please prepare the following information. You will then be asked to introduce yourself to the instructor as well as your fellow learners

[image: image72.png]



	Your name: 

	

	

	The organisation you represent: 

	

	

	Your position in organisation: 

	

	

	What do you hope to achieve by attending this course / what are your course expectations?

	

	

	

	

	


Unit Standards

Unit standards form the basis of all learning in South Africa.

A unit standard is the description of the expected end points or outcomes of learning for which a learner will get credit. The unit standard tells us what it is we want to give recognition for, as well as how well the learner must be able to perform that for which we want to give credit. 

When various unit standards are grouped together, they describe the skills and knowledge required to make up a qualification.

A unit standard is the smallest unit that can be credited to a learner and describes the outcomes in which a learner must prove their competence in order to gain credit on the NQF.

A qualification is made up of the following unit standard categories:

Fundamental Unit Standards

Basic life skills such as communication –reading, writing, speaking in a business environment, mathematics, conflict handling, problem solving, HIV AIDS awareness, etc. needed to function effectively in any working environment.

Core unit standards

Unit standards that are required in order for you the learner to get the specific skills and knowledge needed in order to effectively do your job in the workplace

Elective unit standards

These unit standards represent the area of specialisation in the specific industry.  To obtain the Further Education and Training Certificate: Project Management, Level 4 you must achieve a minimum of   136 credits which are made up as follows:

· Fundamental: 56 credits, 41% 

· Core: 66 credits, 49% 

· Elective: 14 Minimum, 10% 

Total: 136 Minimum, 100% 

Articulation Options 

Horizontal articulation is possible with: 

· National Certificate: Management - NQF Level 4 - NLRD 23656. 

· National Certificate: Business Administration Services - NQF Level 4 - NLRD 35928. 

· National Certificate: New Venture Creation - NQF Level 4 - NLRD 23953. 

· Further Education and Training Certificate: Small Business Advising (Information Support) - NQF Level 4 - NLRD 48883. 

· National Certificate: IT Systems Development - NQF Level 4 - NLRD 24294. 

· National Certificate: IT Technical Support - NQF Level 4 - NLRD 24293. 

· National Certificate: Public Administration - NQF Level 4. 

· National Certificate: Risk Management - NQF Level 4 - NLRD 24396. 

· Further Education and Training Certificate: Arts and Culture Administration - NQF Level 4 - NLRD 48818. 

· Further Education and Training Certificate: Management and Administration - NQF Level 4 - NLRD 49129. 

Vertical articulation is possible with: 

· National Certificate: Management - NQF Level 5 - NLRD 24493. 

· National Certificate: Management and Administration- NQF Level 5 - NLRD 49126. 

· National Certificate: Business Advising - NQF Level 5 - NLRD 48886. 

· National Certificate: Business Consulting Practice - NQF Level 5. 

· National Certificate: Public Finance Management and Administration - NQF Level 5. 

· National Certificate: Project Management - NQF Level 5. 
Exit Level Outcomes 

On achieving this Qualification, the learner will be able to: 

1. Work with others to undertake or support the project management activities. 

2. Assist the project manager and/or project team by contributing and participating in planning, execution and control activities. 

3. Provide support to the administration of a project. 

For electives one of: 

4. Supervise a project team of a small project to deliver project objectives.  This unit standard is included in the qualification

OR 

5. Support the project environment and management activities to deliver project objectives. 

OR 

6. Describe and apply specialised technical methods, tools and techniques to a project to deliver project objectives. 

The specific unit standard details of this qualification are as follows:

	U/S No
	Name
	Level
	Credits
	Exit level Outcome

	120372
	Explain fundamentals of project management 
	4
	5
	Assist the project manager and/or project team by contributing and participating in planning, execution and control activities.

	120373
	Contribute to project initiation, scope definition and scope change control 
	4
	9
	

	120375 
	Participate in the estimation and preparation of cost budget for a project or sub project and monitor and control actual cost against budget 
	4
	6
	

	120374
	Contribute to the management of project risk within own field of expertise 
	4
	5
	

	120379 was 10135
	Work as a project team member 
	4
	8
	Work with others to undertake or support the project management activities.

	120382 
	Plan, organise and support project meetings and workshops 
	4
	4
	Provide support to the administration of a project. 

	120385 
	Apply a range of project management tools and techniques 
	4
	7
	

	120376
	Conduct project documentation management to support project processes
	4
	6
	

	120381 (was 10139)
	Implement project administration processes according to requirements 
	4
	5
	

	120384
	Develop a simple schedule to facilitate effective project execution 
	4
	8
	

	120387 
	Monitor, evaluate and communicate simple project schedules 
	4
	4
	

	120383
	Provide assistance in implementing and assuring project work meets quality requirements 
	3
	6
	

	120388 
	Supervise a project team of a small project to deliver project objectives 
	5
	14
	Supervise a project team of a small project to deliver project objectives


UNIT STANDARD 120372
Unit Standard Title 

Explain fundamentals of project management

Unit Standard No

120372
NQF Level

4

Credits
5
Purpose 

The person credited with this unit standard is able to begin operating in a project environment by understanding the terminology used and interpreting and explaining fundamental concepts of project management. This standard will also add value to learners who are running their own business and recognise that project management forms an integral component of any business.

The qualifying learner is capable of:

· Explaining the nature of a project

· Explaining the nature and application of project management

· Explaining the types of structures that are found in a project environment

· Explaining the application of organisation structures in a project environment

· Explaining the major processes and activities required to manage a project

Learning assumed to be in place

Learners accessing this qualification will have demonstrated competence in computer literacy, numeracy, literacy and communications at NQF level 4 or equivalent

Unit standard range

· Project level will include but is not limited to working as a leader in the context of a small project/sub-project involving few resources and having a limited impact on stakeholders and the environment or working as a contributing team member on a medium to large project when not a leader

· Projects may include but are not limited to all projects including technical, developmental and business related projects

· Processes and sub-processes may include but are not limited to initiating, planning, controlling, execution, close out processes, budgeting, approval, implementation, monitoring, evaluation, elementary risk identification, analysis, quantification, time management, risk management, quality management, resources management, communication management, scope management, contract management and supplies management

· Life cycle phases may include but are not limited to concept, development, design, implementation, construction, close out, identification, formulation, financing and evaluation

· Basic terminology and definitions may include but is not limited to project management, project, sub-project, programme, phase, stage, life cycle, process, activities, tasks, milestones, close out, scope, risk, scheduling, timeline, planning, controlling, deliverables/product/service, hierarchy, breakdown structures, operational, stakeholders, budget, estimating, communications

· Roles may include but are not limited to Project Sponsor, Project Manager, Project Administrator, Project Engineer, Steering Committee, Team member

· Understanding and explanations will reflect the nature of project experience, the sector within the learner is operating and prior management experience

· International and local professional bodies linked to project management practice and standards will include but are not limited to Project Management Institute (PMI), Australian Institute of Project Management (AIPM), International Project Management Association (IPMA), and Association for Project Management (APM), Association for Construction Project Managers (ACPM), Cost Engineering Association of South Africa (CEASA) and Project Management South Africa (PMSA).

· Recognised published standards may include but not limited to those published by APM, PMI, IPMA, Global Performance Standards for Project Management Personnel, American National Standard Institute, International Standards Organisation, British Standard and South African National Standards

· Policies and procedures may be organisation specified systems, policies and procedures or where these do not exist, accepted industry best practice

Specific Outcomes and Assessment Criteria

Specific Outcome 1: Explain the nature of a project

Assessment Criteria
· The characteristics of a project are explained with examples

· Differences between project and non-project work are explained with examples of each.

· A basic project life cycle is explained with examples of possible phases

· The reasons for undertaking projects are explained with practical examples

· A range of types of projects and their complexity are explained in simple terms.  Type of project may include but is not limited to simple, complex, closed to open, "fog, quest, movie or paint by number", technical, business, community based, development, research and development of new products

Specific Outcome 2: Explain the nature and application of project management
Assessment Criteria
· Project management is defined and its application is explained according to recognised published standards

· The major project management processes are described and explained according to recognised best practice

· The differences between project management and general management are explained with examples of each

· The difference between project management processes and technical (end product related) processes is explained with examples of each.  Project management processes are those associated with the management of a project and technical processes are those required to produce the required deliverables to satisfy the objectives of the project

· The difference between a project team member and the project manager is explained in accordance with role descriptions

Specific Outcome 3: Explain the types of structures that are found in a project environment 

Assessment Criteria
· The reasons for defining structures for a project is explained with examples

· Structures may include but are not limited to; programme to sub project hierarchy; organisation structures; product /work/cost/organisation breakdowns note - structure is a set of interconnecting parts of any complex thing, a framework

· The concept of programme and project hierarchies is explained with an example.  Programmes include related projects, which may be broken down into sub projects, phases or other components/units

· The purpose of decomposing a project into manageable components or parts is explained with practical examples.  Decomposing a project is breaking it down from top to lower levels, similar to a functional decomposition.
· The concepts of breakdown structures for product, work and cost are explained in simple terms.  Product may include products, services or results. The term deliverable is associated with Product, a common interpretation is that deliverables are produced as the project progresses resulting in an end product

Specific Outcome 4: Explain the application of organisation structures in a project environment
Assessment Criteria
· The basic differences between a matrix and functional organisation structure are explained with examples of each.  Limited to organisational matrix and functional structures not extended to their impact on a project

· The project organisation structure is described and explained in a written format

· Organisation structure includes project roles and reporting such as team leader to project manager to project sponsor. Organisation structure includes identifying but not detailing description of roles, responsibilities and reporting lines, progress and communication reporting, authority hierarchy, decision-making accountability
· Reporting lines, authority levels, single point of responsibility/accountability
· The purpose and key responsibilities of two roles on a project are described in a written format
· Stakeholders are explained with examples of at least six different stakeholders

Specific Outcome 5: Explain the major processes and activities required to manage a project
Assessment Criteria
· Key processes and activities that take place to manage a project are described from beginning to end.  The processes and activities may include but are not limited to start up, initiation, planning, controlling, monitoring, execution, implementing, closing, evaluating

· The supplementary management sub-processes and activities required to support the key processes and activities are briefly described with examples of each.  Supplementary sub-processes and activities includes but are not limited to scope, risk, quality, communications, schedule, cost, change control, resource, stakeholder and procurement management

· The reasons for planning and controlling a project are explained with examples of the consequences of not planning and controlling

Unit Standard Essential Embedded Knowledge

· Basic terminology and definitions of project management including: project management, project, programme, phase, stage, life cycle, product, deliverable, milestone, activities, tasks, close out, scope, risk, scheduling

· The concept and role of product, project and operations life cycles

· The Life cycle approach in the structuring of projects

· Simple project life cycles

· How to decompose a project into manageable components or parts

· The elements of a project: uniqueness, constraints of time and resources, specified deliverables

· Alternative organisation structures and their implications, for example functional versus matrix

· How various role-players are involved over the project and product life cycle

· Key project management activities

· The relationship between processes, sub-processes and core knowledge areas

Critical Cross-field Outcomes (CCFO)

· Organise and manage oneself and one`s activities responsibly and effectively to gain the required understanding of the fundamentals of project management
· Collect, organise, and critically evaluate information pertaining to the fundamentals of project management and recognised best practices

· Use of science and technology in representing and communicating the fundamentals of project management

THE NATURE OF A PROJECT
Outcome 
Outcome Explain the nature of a project

Assessment criteria
· The characteristics of a project are explained with examples

· Differences between project and non-project work are explained with examples of each.

· A basic project life cycle is explained with examples of possible phases

· The reasons for undertaking projects are explained with practical examples

· A range of types of projects and their complexity are explained in simple terms.  Type of project may include but is not limited to simple, complex, closed to open, "fog, quest, movie or paint by number", technical, business, community based, development, research and development of new products

Project Management Glossary

Accountability - The obligation to report on one's actions.

Activity - Any work performed on a project. May be synonymous with task but in some cases it may be a specific level in the WBS (e.g., a phase is broken down into a set of activities, activities into a set of tasks). An activity must have duration and will result in one or more deliverables. An activity will generally have cost and resource requirements. See Task.

Actuals - The cost or effort incurred in the performance of tasks. Also, the dates tasks have been started or completed and the dates milestones have been reached.

Analogous Estimating - Estimating using similar projects or activities as a basis for determining the effort, cost and/or duration of a current one. Usually used in Top-down Estimating.

Assumption - Something taken as true without proof. In planning, assumptions regarding staffing, complexity, learning curves and many other factors are made to create plan scenarios. These provide the basis for estimating. Remember, assumptions are not facts. Make alternative assumptions to get a sense of what might happen in your project.

Authority - The ability to get other people to act based on your decisions. Authority is generally based on the perception that a person has been officially empowered to issue binding orders. See Power.

Baseline - A point of reference. The plan used as the comparison point for project control reporting. There are three baselines in a project—schedule baseline, cost baseline and product (scope) baseline. The combination of these is referred to as the performance measurement baseline.

Bottom-up Estimating - Approximating the size (duration and cost) and risk of a project (or phase) by breaking it down into activities, tasks and sub-tasks, estimating the effort, duration and cost of each and rolling them up to determine the full estimate. Determining duration through a bottom-up approach requires sequencing and resource leveling to be done as part of the scheduling process.

Budget - The amount allotted for the project that represents the estimate of planned expenditures and income. The budget may be expressed in terms of money or resource units (effort).

Business Case - The information that describes the justification for the project. The project is justified if the expected benefits outweigh estimated costs and risks. The business case is often complex and may require financial analysis, technical analysis, organization impact analysis and a feasibility study.

Calendar Date - A specific date shown on the calendar (e.g., July 3, 1942) as opposed to a relative date. See Relative Date.

Change - Difference in an expected value or event. The most significant changes in project management are related to scope definition, availability of resources, schedule and budget.

Change Control - The process of managing scope, schedule and budget changes to the plan. See Scope Change Control.

Change Request - A documented request for a change in scope or other aspects of the plan.

Client - The person or organization that is the principle beneficiary of the project. Generally the client has a significant authority regarding scope definition and whether the project should be initiated and/or continued. 

Closing - The process of gaining formal acceptance for the results of a project or phase and bringing it to an orderly end, including the archiving of project information and post-project review.

Consensus - Unanimous agreement among the decision-makers that everyone can at least live with the decision (or solution). To live with the decision, one has to be convinced that the decision will adequately achieve objectives. As long as someone believes that the decision will not achieve the objectives, there is no consensus.

Constraint - A restriction or limitation that influences the project plan. For example, a target date may be a constraint on scheduling. A schedule may be constrained by resource limitations.

Content Expert - See Subject Matter Expert (SME).

Contingency Reserve - A designated amount of time and/or budget to account for parts of the project that cannot be fully predicted. For example, it is relatively certain that there will be some rework, but the amount of rework and where it will occur in the project (or phase) are not known. These are sometimes called "known unknowns".

The purpose of the contingency reserve is to provide a more accurate sense of the expected completion date and cost of the project (or phase). Some PMs separate contingency reserves from management reserves while others combine the two into a single reserve. Reserves for changes and issues may be part of the contingency reserve or separate reserves.

Controlling - The process of monitoring, measuring and reporting on progress and taking corrective action to ensure project objectives are met.

Critical Path – The path(s) in a project network that has the longest duration. This represents the series of activities that determines the earliest completion of the project. There may be more than one critical path and the critical path(s) may change during the project.

Debate - A discussion in which the participants exchange information for the purpose of supporting or refuting one anothers' positions. Debates are win-lose discussions, as opposed to dialogues, which are win-win discussions.

Deliverable - Any item produced as the outcome of a project or any part of a project. The project deliverable is differentiated from interim deliverables that result from activities within the project. A deliverable must be tangible and verifiable. Every element of the WBS (activity or task) must have one or more deliverables.

Dependency - A relationship between two or more tasks. A dependency may be logical (see Logical Relationship) or resource based (see Resource dependency). Also see Link.

Dialogue - A discussion in which the participants share their thoughts and gain a better understanding of the subject and, possibly, reach consensus. This is contrasted with debate.

Duration - The length of time required or planned for the execution of a project activity. Measured in calendar time units—days, weeks, months.

Early Start - The earliest time a task can begin. The time at which all the tasks' predecessors have been completed and its resources are planned to be available.

Effort - The amount of human resource time required to perform an activity. Measured in terms of person hours, person days, etc.

Estimate - An assessment of the required duration, effort and/or cost to complete a task or project. Since estimates are not actuals, they should always be expressed with some indication of the degree of accuracy.

Estimate to Completion - The expected effort, cost and/or duration to complete a project or any part of a project. It may be made at any point in the project's life.

Executing - The process of coordinating the people and other resources in the performance of the project or the actual performance of the project.

Float - The amount of time available for a task to slip before it results in a delay of the project end date. It is the difference between the task's early and late start dates.

Functional Manager - A manager responsible for the activities of an organizational unit (department, work group, etc.), which provides some specialized products, services or staff to projects. For example, the manager of an engineering group, testing department or procedures development department. Also called a line manager.

Functional Group - An organizational unit that performs a specialized business function (e.g., design, Human Resource management, etc.) and may provide staff, products or services to a project.

Gantt Chart - A bar chart that depicts a schedule of activities and milestones. Generally activities (which may be projects, operational activities, project activities, tasks, etc.) are listed along the left side of the chart and the time line along the top or bottom. The activities are shown as horizontal bars of a length equivalent to the duration of the activity. Gantt Charts may be annotated with dependency relationships and other schedule-related information.

Goal - A desired end result, often synonymous with objective. May be a high-level objective that has less-than-complete definition. See Objective.

Implementation - May be a phase in the project life cycle in which a product is put into use. Also a term used as a synonym for development.

Incremental Delivery - A project life cycle strategy used to reduce risk of project failure by dividing projects into more manageable pieces. The resulting sub-projects may deliver parts of the full product, or product versions. These will be enhanced to increase functionality or improve product quality in subsequent sub-projects.

In-house Projects - Projects performed primarily by performers who are part of the same organization as the client. For example, a product developed by a manufacturing company's own Engineering Department is an in-house project. If an outside contractor developed the same product, the project would be externally sourced. Note that vendors might be used in in-house projects depending on the degree to which they are responsible.

Initiating (Project) - The process of describing and deciding to begin a project (or phase) and authorizing the Project Manager to expend resources, effort and money for those that are initiated.

Kick-Off Meeting - A meeting at the beginning of the project or at the beginning of a major phase of the project to align peoples' understanding of project objectives, procedures and plans, and to begin the team-building and bonding process.

Late Start - The latest time a task can start before it causes a delay in the project end date.

Leveling - See Resource Leveling.

Link - A relationship between two or more tasks. See Logical Relationship.

Logical Relationship - A dependency relationship between two or more tasks or between tasks and milestones, such that one cannot start or finish before another has started or finished.

Management Reserve - A designated amount of time and/or budget to account for parts of the project that cannot be predicted. These are sometimes called "unknown unknowns." For example, major disruptions in the project caused by serious weather conditions, accidents, etc. Use of the management reserve generally requires a baseline change.  See Contingency Reserve.

Multi-Project Schedule - A schedule of all the work (projects, operational activities, etc.) planned for an individual or organization unit. The purpose is to ensure that resources are not overburdened by inadvertently scheduling project or other work without regard to previously scheduled work. The Multi-Project Schedule is also used to determine the impact of slippage in one project on other projects assigned to the same resources.

Matrix Organization - A business structure in which people are assigned to both a functional group (departments, disciplines, etc.) and to projects or processes which cut across the organization and require resources from multiple functional groups.

Metrics - Metrics are quantitative measures such as the number of on time projects. They are used in improvement programs to determine if improvement has taken place or to determine if goals and objectives are met.

Milestone - A point in time when a deliverable or set of deliverables is available. Generally used to denote a significant event such as the completion of a phase of the project or of a set of critical activities. A milestone is an event; it has no duration or effort. It must be preceded by one or more tasks (even the beginning of a project is preceded by a set of tasks, which may be implied).

Murphy's Laws - A set of laws regarding the perverse nature of things. For example:

· Nothing is as easy as it looks. 
· Everything takes longer than you think. 
· Anything that can go wrong will go wrong. 
· If there is a possibility of several things going wrong, the one that will cause the most damage will be the one to go wrong. Corollary: If there is a worse time for something to go wrong, it will happen then. 
· If anything simply cannot go wrong, it will anyway. 
Network Diagram – A graphic tool for depicting the sequence and relationships between tasks in a project. PERT Diagram, Critical Path Diagram, Arrow Diagram, Precedence Diagram are all forms of network diagrams.

Objective - An objective is something to be achieved. In project management, the objectives are the desired outcomes of the project or any part of the project, both in terms of concrete deliverables and behavioural outcomes (e.g., improved service, more money, etc.).

Parametric Estimating - Estimating using an algorithm in which parameters that represent different attributes of the project are used to calculate project effort, cost, and/or duration. Parametric estimating is usually used in top-down Estimating.

PERT—Program Evaluation and Review Technique - A scheduling technique that makes use of dependency analysis and critical path to determine the duration of a project and slack to determine priorities of tasks. In PERT, task durations are computed as (Optimistic + 4xMost likely + Pessimistic estimates) 

PERT Diagram - A type of network diagram deriving its name from the PERT technique. The term is often used as a synonym for network diagram.

Phase - A grouping of activities in a project that are required to meet a major milestone by providing a significant deliverable, such as a requirements definition or product design document. A project is broken down into a set of phases for control purposes. The phase is usually the highest level of breakdown of a project in the WBS.

Planning - The process of establishing and maintaining the definition of the scope of a project, the way the project will be performed (procedures and tasks), roles and responsibilities and the time and cost estimates.

Post-implementation Review - See Post-Project Review.

Post-Project Review - An activity to assess and evaluate the way a project was performed, so as to learn from the experience and continuously improve project performance.

Power - Power is the ability to influence the actions of others. Power may come from formal delegation of authority, reference power, subject matter expertise, the ability to influence rewards and penalties, as well as other sources.

Predecessor Task - A task (or activity) that must be started or finished before another task or milestone can be performed.

Process - A series of steps or actions to accomplish something. A natural series of changes or occurrences.

Product - The project's material outcome. It maybe a service, event or any material object (e.g., a machine, computer system, new drug, building, etc.). The product includes all necessary aspects of the deliverable (e.g., training, documentation, etc.).

Product Life Cycle - The time from the delivery of a product, until the product is withdrawn from use or sale. There may be many projects during the product life cycle.

Program - A suite of related projects and ongoing operational activities managed as a whole.

Project - An effort to provide a product or service within finite time and cost constraints.

Project Charter - A document that describes the project at a high level of detail and is used to authorize the Project Manager to begin work. It may also be called a "Project Brief," or any number of other synonyms.

Project Life Cycle - The full set of activities from the beginning to the end of a project. Generally associated with a set of phases, which are determined based on the major parts of project performance (e.g., requirements definition, design, construction, deployment) and the need for control by the Client organization (checkpoints for Go/No go decision-making).

Project Management - The process of managing a project which requires the application of planning, team-building, communicating, controlling, decision-making and closing skills, principles, tools and techniques.

Project Manager - The person responsible and accountable for managing a project's planning and performance. The single point of accountability for a project.

Quality Assurance (QA) - Making sure standards and procedures are effective and that they are complied with. Note, in some organizations QA is used to refer to the quality control function.

Quality Control (QC) - Making sure deliverables comply with acceptance criteria. Includes testing and reviews.

Ramp Down - Ramp down is the effort required to close or suspend a task. It may consist of filing away information, making notes, clean-up, etc. Ramp down can be significant, depending on the task. For tasks that are suspended the degree of ramp down (e.g., notes and filing away information) performed will reduce the ramp up effort. See Ramp Up.

Ramp Up - Ramp up is the work required to get ready to do a task. It consists of assembling materials, learning about the task (including new tools and techniques) and the time required getting into an optimum work pace. Initial ramp up can be significant, depending on the task. Each time a task is interrupted there is an additional ramp up—getting back to that optimal work pace. See Ramp Down.

Relative Date - A date expressed as a number of periods (e.g., days, weeks, or months) from a reference point. For example, two months after the project start date. See Calendar Date.

Request for Proposal (RFP) - A document that describes a need for products and/or services and the conditions under which they are to be provided. The purpose of the RFP is to solicit bids or proposals from prospective suppliers. Also called a Request for Quote (RFQ).

Requirements - The statement of detailed product objectives that describes the features and functions and performance constraints to be delivered in the product. The requirements provide the basis for accepting the product.

Resource - Any tangible support such as, a person, tool, supply item or facility used in the performance of a project. Human resources are people.

Resource Dependency - A dependency between tasks in which the tasks share the same resources and therefore cannot be worked on simultaneously. Resource dependent tasks can be scheduled at the same time but are limited by the availability of the shared resources.

Resource Leveling - Resource leveling is the part of the scheduling process in which the start and end dates of tasks are driven by resource limitations (e.g., limited availability of resources or difficult-to-manage resource levels). Among the scheduling objectives, is to ensure that resources are not overburdened (don’t schedule more resources for a period than are available) and that (as much as possible) there are not significant peaks and valleys in the resource schedule.

Resource Loading - The process of assigning resources (people, facilities and equipment) to a project, usually activity by activity.

Responsibility - The obligation to perform or take care of something, usually with the liability to be accountable for loss or failure. Responsibility may be delegated to others but the delegation does not eliminate the responsibility.

Responsibility Assignment Matrix (RAM) - A tool used to relate each project activity in the WBS with a responsible organization unit or individual. Its purpose is to ensure that every activity is assigned to one or more individuals (only one with primary responsibility) and that the individuals are aware of their responsibilities.

Risk - The likelihood of the occurrence of an event. Generally, the event is a negative one like project failure, but may also be a positive event, like the early completion of a task.

Risk Assessment - Part of risk management in which planners identify potential risks and describe them, usually in terms of their symptoms, causes, probability of occurrence and potential impact.

Risk Response - Action that can be taken to address the occurrence of a risk event. Contingency plans are collections of risk responses.

Risk Response Control - Responding to risk event occurrences throughout the project life cycle. Taking corrective action is an aspect of risk response control.

Risk Response Development - Part of risk management in which planners identify and define actions to be taken in case a risk (positive or negative) occurs.

Schedule - The project timeline, identifying the dates (absolute or relative to a start date) that project tasks will be started and completed, resources will be required and upon which milestones will be reached.

Scope - Scope is defined in terms of three dimensions—product, project and impact. Product scope is the full set of features and functions to be provided as a result of the project. Project scope is the work that has to be done to deliver the product. Impact scope is the depth and breadth of involvement by, and effect on, the performing and client organizations.

Scope Change - Any change in the definition of the project scope. Scope change can result from changes in client needs, discovery of defects or omissions, regulatory changes, etc.

Scope Change Control - Also called scope change management. The process of making sure that all changes to the project scope are consciously evaluated and their implications to the project plan are considered in making a decision to make the change, postpone it or reject it.

Scope Creep - The unconscious growth of the project scope resulting from uncontrolled changes to requirements.

Scope Definition - Breaking down the project's major deliverables into small, more manageable components to make verification, development and project control easier. This may be part of requirements definition and/or design.

Scope Planning - Development of a statement of the principle deliverables of a project along with the project's justification (business case) and objectives. Part of requirements definition.

Scope Verification - PMI's PMBOK Guide defines this as the process to ensure that all project deliverables have been completed satisfactorily. It is associated with acceptance of the product by clients and sponsors.

Sequencing Tasks - A part of the scheduling process in which the tasks are positioned serially or parallel to one another based on dependencies between them. Sequencing results in a task network.

Slack - See Float.

Specifications - Detailed statements of project deliverables that result from requirements definition and design. Specifications generally describe the deliverables in terms of appearance, operational constraints and quality attributes. Specifications are the basis for acceptance criteria used in scope verification and quality control. In some organizations and industries, specifications may be qualified as requirements specifications and design specifications. See Requirements.

Spiral Development Approach - A project life cycle strategy in which prototypes and models are used early in project life to define requirements and design the product. Commonly used when the product being developed is new (as in Research & Development and e-commerce) and the clients do not have a concrete understanding of their requirements and design attributes.

Stakeholder - Anybody and everybody with a stake in the project - clients, sponsors, performers, the general public and even the family and friends of direct participants can be considered stakeholders. Not to be confused with the guy that holds the stake when the vampire slayer slays the vampire.

Statement of Work - A description of the scope of a project centered on the major deliverables and constraints.

Straw man - A tentative decision or solution put forth as a point of reference for detailed critical analysis.

Sub-contractor - A group or individual providing products or services to the project. Commonly, sub-contractors are considered to be vendors. However there is a growing understanding that any internal group that provides products or services (e.g., an internal technical writing department) is a sub-contractor to the project manager. Of course in this broader usage, the agreement between the parties is not a legally binding contract but it is a contract nonetheless.

Subject Matter Expert (SME) - An expert in some aspect of the project's content expected to provide input to the project team regarding business, scientific, engineering or other subjects. Input may be in the form of requirements, planning, resolutions to issues and/or review of project results.

Sub-task - A breakdown of a task into the work elements that make it up. A task must be broken down into at least two sub-tasks for a meaningful decomposition.

Successor - A task or milestone that is logically linked to one or more predecessor tasks.

Task - A piece of work requiring effort, resources and having a concrete outcome (a deliverable). A task may be of any size (a project is a very large task). Sometimes the term is used to denote a piece of work at a particular level in a Work Breakdown Structure (WBS) hierarchy e.g., a phase is broken into a set of activities, and an activity into a set of tasks. Except for this hierarchical usage, activity is synonymous with task.

Task Dependency - A relationship in which a task or milestone relies on other tasks to be performed (completely or partially) before it can be performed. Also referred to as a logical relationship.

Top-down Estimating - Approximating the size (duration and cost) and risk of a project (or phase) by looking at the project as a whole and comparing it to previously performed similar projects. The comparison may be made directly using "analogous estimating," through an algorithm as in "parametric estimating", or from the memory of estimating experts.

Variance - The difference between estimated cost, duration or effort and the actual result of performance. In addition, can be the difference between the initial or baseline product scope and the actual product delivered.

Vendor - An organization or individuals providing products or services under contract to the client or to the project performance group. Also called outside contractors or sub-contractors.

Work Breakdown Structure (WBS) - A hierarchical task list created by decomposing the project based on the breakdown of the product into components and the breakdown of the project process into increasingly detailed tasks. The WBS is depicted as a tree diagram (or hierarchy chart) or as a list in outline form with detailed items subordinated to higher-level items.

Work Package - A task at a low level of the Work Breakdown Structure at which project accounting is performed. Usually, a week or so in duration and performed by an individual or small work group.

Introduction to project management
These days, just about everything we do can be described as project management.  Think about this: when we buy a house, go on holiday or even buy groceries, we are using project management skills. 
Project management is an essential part of lives.  All government projects, from building houses to providing taxis with better vehicles depend on the success of planned projects

The idea of project management is not new:  

· Egyptians used project management principles thousands of years ago to build the pyramids

· the Chinese used project management principles to build the great wall of China

· NASA used project management principles to launch the Apollo 11 rocket that took man to the moon.  
We all use project management principles in our daily lives in order to meet specific objectives.  Even the diary I use to run my daily life is a form of project management. 
Project management is also called:

· Program management

· Product management

· Construction management

Project management can also be seen in outreach programs or self-help schemes.  

Project management is a management function and can be found in government, industry, business and almost any other organisation.

Project management involves a number of phases, called the project life cycle, that are important in order to complete the project successfully.

Types of projects
There are many types of projects to be found in the world today.  We have mentioned the launching of space craft by NASA.  These projects are very complex and involve 
· many months of planning, 
· developing new products for the space crafts, 
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use of many resources such as manpower, equipment, technology, buildings, money, 
In fact, such a big project is made up of many smaller projects:
· Research and development of new products

· Manufacturing of components and products for NASA

· Training the astronauts
· Training ground staff

· Training the employees who will build the shuttle

· Computer software and hardware have to be developed, upgraded and tested

· Employees have to be trained to make use of the computer technology

· And many more projects
For our purposes, we could distinguish between complex and simple projects, for example building one house for yourself could be a simple project (even though you might not feel like it while the building is in progress), while the building of an entire complex of 1000 houses, 12 blocks of flats and 250 units of townhouses will be regarded as a complex project.
[image: image74.wmf]Competitive businesses are always on the lookout for new products or combinations of products.  This is why they implement projects to research and develop new products, such as new software programs to meet the demands of users, new winter and summer fashions, new and better washing powders, household appliances, motor cars, soap, and even fast food (take awaits).  KFC is a good example.  They change their combinations regularly and also introduce new types of fast food regularly.   
The making of a movie like “Tsotsi” is also a project and even arranging the awards evening for the Oscars is a project.

Engineering projects include the developing of new products, planning water supplies and installing drainage, building roads, dams and bridges.
You will also find people-oriented or community-based projects such as the provision of health care, electricity, water or education.

International and local professional bodies

Project management has developed from different from different fields of application including construction, engineering and defence. The 1950s marked the beginning of the modern Project Management era.  As more and more projects were started and the tools and techniques to deal with the unique challenges of projects were developed, a need for standardised procedures also grew. 

In 1969, the Project Management Institute (PMI) was formed to serve the interests of the project management industry. The premise of PMI is that the tools and techniques of project management are common even among the widespread application of projects from the software industry to the construction industry. 
In 1981, the PMI Board of Directors authorized the development of what has become A Guide to the Project Management Body of Knowledge (PMBOK Guide), containing the standards and guidelines of practice that are widely used throughout the profession. 
The International Project Management Association (IPMA), founded in Europe in 1967, has undergone a similar development and instituted the IPMA Competence Baseline (ICB). The focus of the ICB also begins with knowledge as a foundation, and adds considerations about relevant experience, interpersonal skills, and competence. Both organizations are now participating in the development of an ISO project management standard.

The international organisation for standardisation (ISO) was founded in 1947.  They have issued the following standards to govern project management:

· ISO 9000 – contains standards for quality management systems

· ISO 10006 2003 - Quality management systems - Guidelines for quality management in projects 

The following international and local professional bodies are linked to project management and the standardisation of project processes and information:

· Project Management Institute (PMI), 

· Australian Institute of Project Management (AIPM), 

· International Project Management Association (IPMA) 

· Association for Project Management (APM)

· Association for Construction Project Managers (ACPM)

· Cost Engineering Association of South Africa (CEASA) 

· Project Management South Africa (PMSA)
Characteristics of project management

All projects are unique

No two projects are the same.

· Building a road – no two roads are the same

· Building 50 houses in on area and 50 houses in another area – the conditions in the two areas are not the same, the people who are involved are not the same, etc.  The purpose of the two projects might be the same, but just about everything else will be different.

· Planning yearly holidays – no two are the same

· Providing taxi services in two different areas – the routes, customers, etc will all be different

They are one-time efforts

Although a project may be replicated elsewhere, it too will be unique as it will be   influenced by a different set of variables.

The project which you are currently working on will have been identified in response to a particular set of circumstances.

Projects have limited and defined time spans

Project activity is not part of your normal day to day activities.  Each project is identified to resolve a particular problem and as such cannot be open ended.

All projects come to an end, whether the original objectives were achieved or not.

Some projects may be disbanded because of changing priorities.  Others may be integrated into the normal daily functioning of the organisation,

if you are asked to investigate and organise the opening up of a branch of your organisation in another area, you would be given a defined period of time to achieve this objective.  Once it is up and running, the branch would cease to be a project activity and become part of the organisation's structure and daily activities.

Projects are about change

By their very nature they change the status quo.  At the end of a project the stakeholders must be able to see a tangible difference on the ground.

Projects have defined outcomes

These outcomes are clearly defined at the beginning of the project and are very specific in nature.  As such the project manager is able to measure progress and at the end of the project, can see if the project achieved what it was set up to do.

All projects have an operational framework

This framework contains the elements of time, cost and Performance.

A project has a defined life cycle

The main stages of a project are: Feasibility, Planning and Design, Production or Delivery and Termination
Projects rely on Stakeholder involvement 

Stakeholders will be everyone affected by the project:  the community, employees, management, etc.
When you plan your annual holiday, the stakeholders are you and your family and everyone has to be involved in the planning and successful delivery of the holiday project to make sure that everyone is happy.

When 50 houses are built in a community, all the stakeholders have to be involved – from the community leaders to the people who will actually be living in the houses.
The need for project management

Project management is needed in almost any situation which requires strategic planning so that a goal or set of objectives can be completed by a certain date. In summary, project management helps to:

· Eliminate or reduce uncertainty,

· improve efficiency in achieving the objective/s set out,

· Clarify set goals or objectives,

· Become aware of alternatives, and

· Provide the basis for controlling the process of fulfilling the objective/s set.

Correctly applied, project management ensures that 

· the right information is collected and assessed
· realistic priorities established
· alternatives laid out and considered
· relevant problems and issues accounted for
· and decisions taken according to a systematic analysis of all these factors. 

Project management is therefore an essential technique used to attain planned goals in the most cost-effective way by the optimal use of resources. This involves a process known as the "project cycle".
The project life cycle




All projects go through a "project cycle" or series of phases for completion, namely:

Project identification or identifying
This phase involves identifying project ideas and needs. The concept of a project starts as an idea or a concept.  The concept is then formulated as a potential project. The individual or group responsible for a potential project refine the idea or concept into a project. Such a person or persons draw up a project proposal which identifies tasks which suite their objectives. If a project is considered to be '’feasible", in other words realistic or has attainable objectives, then the next phase, the project planning phase, follows.

The initiation stage should include a cohesive plan that encompasses the following areas:

· Study analyzing the business needs in measurable goals. 

· Review of the current operations. 

· Conceptual design of the operation of the final product. 

· Equipment requirement. 

· Financial analysis of the costs and benefits including a budget. 

· Select stake holders, including users, and support personnel for the project. 

· Project charter including costs, tasks, deliverables, and schedule. 

The purpose of this phase for internal projects is to:

· Identify all project alternatives 

· Present the concept and justification for each proposed project 

· Select the projects to proceed with 

· Identify project sponsor, project manager, and project planning team 

· Announce the start of the project to the company 

The purpose of this phase for external or consulting projects is to:

· Identify project sponsor, project manager, and project planning team 

· Announce the start of the project to the company and the client’s company. 

This phase is important because it lays the groundwork for the remaining project phases.

Inputs

· Company Initiatives and Goals 

· Company needs 

· Company Project Budget 

· Concept Proposals and Justifications 

Outputs

· Meeting Reports 

· Project Charter 

· Contact List 

· Roles and Responsibilities 

Project planning and design
After the initiation stage, the system is designed. The results of the design stage should include a product or service design that:

· Satisfies the project sponsor, end user, and business requirements. 

· Functions as it was intended. 

· Can be produced within quality standards. 

· Can be produced within time and budget constraints. 

The Planning Phase defines the project by:

· Gathering and finalizing the project requirements 

· Identifying the project risks and ways to manage them 

· Producing the detailed project schedule, the project management plan, and the project designs to guide the project 

· Obtaining the authorization to proceed with the project. 

Planning is of major importance to a project because the project involves doing something that has not been done before. If planning is done correctly and thoroughly, the rest of the project will be easier to manage

The planning phase involves preparing the project by means of a plan or design of what the project entails, in particular: Planning the time length or "life span" of the expected project, its projected costs, and the preparation of possible task alternatives in the event of unexpected changes.

Consideration is given to the needs, alternatives and techniques that may have to be applied, and once completed; the implementation or execution phase follows. 
Inputs

· Project Charter 

· Concept Proposal 

· Meeting Reports 

· Project Selection Criteria 

Outputs

· Project Requirements 

· Project Schedule 

· Risk Assessment and Management Plan 

· Project Management Plan 

· Issues/Action Item Matrix 

· Project Designs 

· Meeting Reports 

Project Planning Basics

A "Project" is a set of activities which ends with specific accomplishment and which has 

· Non-routine tasks, 

· Distinct start/finish dates, and 

· Resource constraints (time/money/people/equipment). 

"Tasks" are activities which must be completed to achieve project goal.

· Break the project into tasks and subtasks. 

· Tasks have start and end points, are short relative to the project and are significant (not "going to library", but rather, "search literature"). 

· Use verb-noun form for naming tasks, e.g. "create drawings" or "build prototype". Use action verbs such as "create", "define" and "gather" rather than "will be made". 

· Each task has a duration.  -Very difficult to estimate durations accurately.-Doubling your best guess usually works well. 

"Milestones" are important checkpoints or interim goals for a project.

· Can be used to catch scheduling problems early. 

· Name by noun-verb form, e.g. "report due", "parts ordered", "prototype complete". 

Your plan will evolve so be flexible and update on a regular basis. It also helps to identify risk areas for project, for example, things you don't know how to do but will have to learn. These are risky because you may not have a good sense for how long the task will take. Or, you may not know how long it will take to receive components you purchased for a project. 
Key activities

[image: image75.png]


When planning there are certain key activities, which must be considered:
1. Forecasting: Estimating and predicting future events.

2. Objective setting: Establishing targets and results.

3. Programming: Developing the steps to be taken to meet objectives in order of priority.

4. Scheduling: Establishing a time sequence for the programme.

5. Budgeting: Allocating resources in order to meet the objectives in the time set.

6. Developing policies: Establishing how we do certain tasks and how we respond to certain re-occurring problems.

7. Developing procedures: Standardising the work that has to be performed.

 Planning Steps

1. Establish the project objective
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Choose a basic strategy for achieving the objective

3. Break the project down into sub-units or steps

4. Determine the performance standard for each sub-unit

5. Determine how much time is required to complete each sub-unit

6. Determine the proper sequence for competing the sub-units and put this information into a schedule for the total project

7. Determine the cost of each sub-unit and aggregate costs into the project budget

8. Design the necessary staff organagram, structure functions and responsibilities for all positions

9. Determine what training, if any, is required for project team members

10. Develop the necessary policies and procedures

Project execution (implementation)
This phase involves putting into operation the plans or the actual development of a project. The project is implemented in a planned and controlled manner. 
Implementing consists of the processes used to complete the work defined in the project management plan to accomplish the project's requirements. Execution process involves coordinating people and resources, as well as integrating and performing the activities of the project in accordance with the project management plan. The deliverables are produced as outputs from the processes performed as defined in the project management plan.

The next phase is the Implementing Phase. The focus of the Implementing Phase is to:

· Complete the solution according to the project design and plan following the project schedule and managing change 

· Monitor and review the project’s progress against the plan; identifying when the project is off track and taking corrective actions as required 

· Gain project acceptance 

· Transition the customer to the new solution 

Inputs

· Project Charter 

· Concept Business Case 

· Actual Business Case 

· Industry Best Practices 

· Finalized Project Requirements 

· Project Plan which includes: 

· Project Scope 

· Project Assumptions and Constraints 

· Staffing Plan 

· Cost Plan 

Communication Plan 

Risk Assessment and Mitigation Plan 

Quality Plan 

Procurement Plan 

· Project Schedule 

· Risk Assessment and Issues/Action Item Matrix 

· Meeting Reports 

Outputs

· Issues/Action Item Matrix 

· Change Control Documents 

· Timesheets 

· Status Reports 

· Meeting Reports 

Monitoring and Controlling

Monitoring and Controlling consists of those processes performed to observe project execution so that potential problems can be identified in a timely manner and corrective action can be taken, when necessary, to control the execution of the project. The key benefit is that project performance is observed and measured regularly to identify variances from the project management plan.

Monitoring and Controlling includes:

· Measuring the ongoing project activities (where we are); 

· Monitoring the project variables (cost, effort, ...) against the project management plan and the project performance baseline (where we should be); 

· Identify corrective actions to properly address issues and risks (How can we get on track again); 

· Influencing the factors that could circumvent integrated change control so only approved changes are implemented 
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In multi-phase projects, the Monitoring and Controlling process also provides feedback between project phases, in order to implement corrective or preventive actions to bring the project into compliance with the project management plan.

Project monitoring and controlling therefore includes supervision and monitoring the actual progress of a project within the scope of the plan. If successful, the project then requires closing and the results are compared with estimations determined earlier in the project cycle. Once this step is finalised then the final phase, project completion and evaluation, follows.

Project closing and evaluation

Closing

Closing includes the formal acceptance of the project and the ending thereof. Administrative activities include the archiving of the files and documenting lessons learned. Closing phase consist of two parts:

· Close project: to finalise all activities across all of the process groups to formally close the project or a project phase 

· Contract closure: necessary for completing and settling each contract, including the resolution of any open items, and closing each contract applicable to the project or a project phase. 

The Closing Phase brings the project to an orderly conclusion and retains its history for the benefit of subsequent projects. Tasks include final acceptance of the project, archival of project materials, reporting project performance, celebration, and release the project resources for use on other projects.

Inputs

· All Project Documents 

Outputs

· Project Closeout Form 

· Lessons Learned Document 

· Meeting Reports 

Evaluating

This phase involves determining whether the objectives set out or needs identified in the earlier part of the cycle have been successfully concluded. Evaluating a project's success is measured by contrasting the original goal or set of objectives with the final outcome. This is the last and final phase of the project cycle.

Although not an integral part of the project cycle, it is also useful to consider the success of some projects over the long term. Such a step would be especially helpful where similar projects could be planned for the near future and specific failures, problems and complications experienced during the current project need to be avoided.

In general, the distinction between these phases of the project cycle is often blurred in reality and their significance can vary according to the nature of the project. For example, the monitoring stage of the project cycle may not be essential in the case of building a dam or planning a holiday (yes it may be a project to!) while it is perhaps crucial for the construction of houses using new materials for the first time or in instances described in the previous paragraph.

Despite all these possibilities, it is important to remember that the project cycle is a process with each part of the cycle leading and building up to the next phase.

Project management activities
A project is not usually the only business activity that a business undertakes.  This means that the project forms part of the business, even though it may have employees that are not directly involved in the business.  Team leaders and team members might be required to be involved in a project over and above their normal responsibilities or they might be taken out of their normal jobs in order to work only on the project.

Projects therefore mean that the project team oversees the project, while the financial department administers the finances, the production department produces the goods, etc.

Project Management is quite often the province and responsibility of an individual project manager. This individual seldom participates directly in the activities that produce the end result, but rather strives to maintain the progress and productive mutual interaction of various parties in such a way that overall risk of failure is reduced.

A project manager is often a client representative and has to determine and implement the exact needs of the client, based on knowledge of the firm they are representing. The ability to adapt to the various internal procedures of the contracting party, and to form close links with the nominated representatives, is essential in ensuring that the key issues of cost, time, quality and above all, client satisfaction, can be realized.

Any type of product or service — pharmaceuticals, building construction, vehicles, electronics, computer software, financial services, etc. — may have its implementation overseen by a project manager and its operations by a product manager.

Project Management is composed of several different types of activities such as:

1. Planning the work or objectives 

2. Analysis & design of objectives and events 

3. Assessing and controlling risk (or Risk Management) 

4. Estimating resources 

5. Allocation of resources 

6. Organizing the work 

7. Acquiring human and material resources 

8. Assigning tasks 

9. Directing activities 

10. Controlling project execution 

11. Tracking and reporting progress 

12. Analyzing the results based on the facts achieved 

13. Defining the products of the project 

14. Forecasting future trends in the project 

15. Quality Management 

16. Issues management 

17. Issue solving 

18. Defect prevention 

19. Project closure 

20. Communicating to stakeholders 

21. Increasing/ decreasing a company's workers 

PROJECT MANAGEMENT
Outcome 
Explain the nature and application of project management.

Assessment criteria
· Project management is defined and its application is explained according to recognised published standards

· The major project management processes are described and explained according to recognised best practice

· The differences between project management and general management are explained with examples of each

· The difference between project management processes and technical (end product related) processes is explained with examples of each.  Project management processes are those associated with the management of a project and technical processes are those required to produce the required deliverables to satisfy the objectives of the project

· The difference between a project team member and the project manager is explained in accordance with role descriptions
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What is Project Management?

The term "project”

A project can take on a number of forms. A project can be described as a package of ideas, resources and measures to achieve a set of specific objectives (or an objective), within a planned time period.

The main features of a project are, that it:

· Does not recur and is completed within a certain time period, 

· Is identified by set launch and completion dates, 

· Is financially budgeted for, 

· And Uses various resources (money, people, materials, equipment).

Define a project

· Any undertaking with a defined starting point

· An undertaking with defined objectives by which completion is identified

· Is a sequence of unique, complex activities

· Having one Goal:

· successful completion within defined time, cost, and quality parameters
“An endeavour in which human, material and financial resources are organised, in a novel way, to undertake a unique scope of work, of a given specification, within the constraints of cost and time, so as to achieve a beneficial change defined by quantitative and qualitative objectives”

“The application of knowledge, skills, tools, and techniques to project activities in order to meet or exceed stakeholder needs and expectations from a project” 

(Project Management Body of Knowledge)

Programs 

 “A programme is a portfolio of projects selected and planned in a co-ordinated way so as to achieve a set of defined objectives and implement a project.”

A number of short-term projects may be integrated into programs which are usually implemented over a much longer time period. 
Subsequently, a major difference between programme management and project management is the scale and time period involved. 
Projects are often seen in organisations as the "building blocks" of programmes and organisational management. However, projects cannot be completed successfully without good management.
The term "management"

Management is a function or process that every organisation or individual needs to apply in order to get things done. Management involves the utilisation of human and material resources for a particular purpose or strategy so that desired goals or outputs are achieved. In other words, a manager is a person who guides and controls people and resources so that a specific task or objective is met. This process involves directing and coordinating existing and potential abilities, talents, group co-operative efforts, tools and equipment, information, and money. In a group or organisational situation a manager needs a number of specific skills to manage successfully, namely:

Technical skills (Planning, financing, problem‑solving), Leadership skills (Organising, motivating, team‑building), and Interpersonal skills (Listening, communicating, conflict resolution, negotiation)

From these qualities, it can be seen that a skilled manager is able to choose the right technique or way of doing things in a specific context.

The term "project management"

Although the term is commonly used, no specific definition exists. If you ask two different people what project management means to them then you will often have two different answers. Often though, when one talks of project management one is referring to a process of managing a project. 

However, as explained earlier, this process is by no means simple. Project management involves a number of interrelated activities which are needed to achieve a specific goal or set of objectives. From this statement and the previous descriptions, two key features of project management can be identified, namely that:

· It focuses on completing a project goal within a specific time period, and

· It makes use of resources on a part-time basis and requires basic management skills.

In summary, project management involves the use of 

· material resources (equipment, stationary, communications such as computers and telephones), 

· design and planning, 

· and leadership and supervisory skills. 

Unlike general management though, project management is not an ongoing process. It has a temporary life‑span.
Project management VS general management

Management of a project is different from managing normal on-going activities.  Let us look at some of the differences:

	The Project Manager
	The Organisation's Manager

	Is concerned with creating a "change" in circumstances
	Effectively manages and builds on the status quo

	Uses resources which are transient
	Uses resources which are fixed

	Works on a defined time-scale
	Has a long term view

	Creates unique outcomes
	Sustains and develops on-going outcomes which are central to the mission of the organisation

	Is a generalist with a broad view of how to manipulate components to achieve the primary objective of the project
	Is both a generalist and a specialist.

Looks at the entire operation

	Manages a team of skilled individuals who have been brought together to work on the project for a defined period of time.

This team will be disbanded at the end of the project.
	Manages staff on an on-going basis and as such has a long-term view of their development and the contribution they can make to the organisation

	Communicates with all project stakeholders
	Communicates with all stakeholders involved in and affecting the organisation

	Motivates the project team and any parties working with or being affected by the project
	Motivates staff and all parties working with or being affected by the organisation

	Negotiates effective solutions to the project's conflicts
	Negotiates effective solutions to the organisation's conflicts


Project management has many definitions as it means different things to different people.  The meaning of project management depends on one’s past experience, present job, value system, type of organisation in which one is involved, etc.  
For example, a public manager’s understanding of project management may differ from that of a businessperson, community development worker, unionist, politician, or construction engineer.  However, there are certain events, elements and processes that are common in various project contexts. 
Project management processes
Project initiation 

Project initiation can also be seen as problem analysis and project identification.

This is the first phase of Project Management.  You or management realise that there is a need for a project: the need for the project is identified and analysed. 
It may be that the need for the project has to do with solving a problem (such as providing electricity or building houses) an opportunity has been identified (developing a new product, for example). 

It can also happen that the organisation has developed a new policy, maybe for customer service) and a project is needed to make sure that everyone in the organisation understands and can implement the policy.
What is important is that during the project initiation process, the project is defined. 

Planning
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Project planning is necessary in order to make sure that objectives and project activities are carried out in the most effective and efficient way.  The project has to put together a plan that can be implemented by project team members in order to meet the goals and objectives of the project.

We can describe a project plan as a road map.  This plan (road map) shows the route the team members must follow to complete specific objectives from their start to their finish.  
Budgeting

A project manager is continuously challenged to implement a project within the determined time, resources, costs, and quality.
Although resources such as people and equipment are crucial ingredients for successful project implementation, they can be assembled only if finances allow
The major activities of project managers in relation to project finance may be summarised as follows:

· Budgeting

· Cost control

· Making budget adjustments

Budgeting may be defined as estimating the cost of project activities.  The budgeting process is an integral part of a project planning process

Identify risks

Risk Management is the art and science of identifying, analyzing and responding to risk factors throughout the life of a project and in the best interests of its objectives.

Risk has to do with uncertainty, probability or unpredictability and contingency planning.

Risk Management is the preparation for possible events in advance, rather than responding as they happen.
Approval

Once you have identified the project, done the necessary planning and budgeting and have identified risks and put contingency plans into place, you have to write a proposal in order to get the approval of the stakeholders.
Stakeholders include the management of your organisation, the people who will be affected by the project, the community in which the project will be implemented, etc.
Implementation 

The project team managing a project during the implementation phase has a number of duties to perform to ensure that a project is launched successfully, namely:

· They must be in control of the work or activities in progress,

· They must ensure that everyone involved is kept informed of all the relevant events taking place, and

· They must ensure that a smooth transition takes place between the Project Planning phase and Project Implementation phase by making sure of planned supplies and looking out for a possible breakdown in communication between the responsible individuals.

Managing and monitoring the execution of the project  together form part of what is called “project integration management”.  The project integration management process involves activities that will ensure that the various different elements of the project are coordinated in a proper way. These activities are (PMBOK, 2000:189):

· Project plan development – integrating and co-ordinating all project plans to create a consistent, coherent document.

· Project plan execution – carrying out the project plan by performing the activities included therein.

· Integrated change control – coordinating changes across the entire project.

Monitoring

Project monitoring happens when you 

· measure the progress of the project against the project plan or indicators, 
· detect variances, 
· and taking corrective action.
For example, if you are building a house and the walls should have been at shoulder height after two weeks and after two weeks the height of the house is only three rows of bricks above ground, you have a variance and you have to investigate the cause of the problem and then take corrective action.
Progress Reporting and Control

The purpose of reporting and control is to:

· Monitor and evaluate progress, as measured against the project plan and project charter, to determine project status;

· Make the adjustments necessary to correct deviations from the project plan;

· Identify and resolve issues that may hinder the successful completion of the project.

Close out processes

A characteristic of a project is that it has to end.  Project, team, information, and activities should be closed in an organised manner.  This involves the storage of project documentation and project evaluation, and the proper debriefing of project members. 

The following are important steps for conducting project handover:

· Planning for the hand-over 

· Attendance at hand-over 

· Agreement Check-List

· Corrective Actions

· Completion of Hand-over

Evaluation 
When you evaluate a project, it means that you conduct research about the success of the project when compared with the purpose of the project.

If you want to ensure impartiality, a third person must carry out the project evaluation.

Project evaluation is an important step because it will show you what problems occurred during the rollout of the project and you can learn lessons from this for future projects.

Projects are evaluated against:

· Objectives: were they achieved? 
· Time: did the project finish on time?  If not, why not?

· Quality: were the quality objectives of the project met?

· resources (financial, material, human) and information: were all the resources utilised optimally?
Technical Processes
Project Management Process 

Project management processes are managed by the tools and techniques of the ten project management elements so that the objectives of the project are accomplished.  These elements are:
· Project Requirements 

· Organisational Options 

· Project Team

· Project Planning

· Opportunities and Risks

· Project Control

· Project Visibility

· Project Status

· Corrective Action

· Project Leadership 

In other words, a project manager manages all the above activities in order to ensure that the project is finished on time, as planned, and that all the deliverables are met.

Technical processes
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Deliverable 

Any item produced as the outcome of a project or any part of a project. The project deliverable is differentiated from interim deliverables that result from activities within the project. A deliverable must be tangible and verifiable. Every element of the WBS (activity or task) must have one or more deliverables

If we use building a house as an example, the project management processes would be ensuring that the various phases of the house are completed on time.  The technical processes would be producing the bricks in time in the correct number that is required, building the cupboards so that they can be fitted to the house at the correct time, etc.

The project manager will usually not manage the technical processes, the departmental supervisor and manager have to manage the technical processes.  The project manager will check on a regular basis to make sure that the production is still on schedule.

The Role of the Team Player

· To want to be a Team Player

· To serve and support

· To think creatively

· To perform to the best of his / her ability
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To achieve expectations, mutually agreed with the manager (these expectations need to be contracted with your manager)

· Support colleagues

· To serve the customer

· To take others by pleasant surprise

· To manage his / her manager

· Attitude: “two men looked through the prison bars, one saw the mud and the other saw the stars”.  In other words, change your attitude to a positive attitude rather than a negative one.  What can you do to make the team effective?

· Taking responsibility for your own work and responsibilities and also to help a colleague who is battling with his/her tasks.

· Avoid gossip:  e.g. “Have you heard that Fred’s having an affair with ...?”

· Do not carry baggage e.g. “I’m so mad with Mary, she ignored me three weeks ago”.  You are part of a team.  If you have a problem with Mary, talk to her about it, solve the problem and get on with the important business of making the team work.

· Love yourself e.g. “I am great”.  It is important that you believe in yourself and your capabilities.

· Find something to love in others e.g. “I love the way John’s nose wrinkles when he laughs”.  Nobody is just bad, there is good and bad in everyone.

· If you want your team to trust you always tell the truth.

You can only build a TEAM when the team players have developed relationships with themselves.

Get each team member to recognise the role/s he or she plays on the team. They should think about the unique way that they each contribute to the team’s overall success.

The Role of the Team Leader
What can you, as team leader (when your turn comes), do in order to promote the effectiveness of the team? 

· Be tolerant towards the team members, and promote and demonstrate this attitude of tolerance 

· Acknowledge you own faults and shortcomings.  If team members have an insight into the mistakes of the team leader, they will be more inclined to confide their own mistakes to their leader.

· Create a learning culture and not a knowing culture.  The result of any exercise or task should be a learning result

· Give credit and show appreciation for all contributions.

· Stop taking decisions on behalf of team members.  Involve the team in the decision-making process.

· Accept decisions made by team members.
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Encourage differences of opinion.

· Be consistent.  Do not say one thing and do something else.  

· Trust your team members and encourage them to trust each other.  It is important to note that when team members agree that trust is important, they invariably win.  Teams that try to ignore the issue of trust rarely work.  Trust is like customer relations.  It takes a long time to achieve but it can be destroyed in a few seconds.   Trust cannot be imposed and it only comes through experience some say.  Definition of Trust:
TRUST IS THE BELIEF THAT WORDS WILL BE TRANSLATED INTO ACTION AND THAT OTHERS WILL TAKE YOUR INTEREST INTO ACCOUNT

· Support your team members and encourage them to support each other.  Support and trust go together for without the one the other cannot exist.  Both can best be achieved where individual members do not feel they have to protect their territory or function, and feel able to talk straight to other team members.  With trust people can talk freely about their fears and problems and receive from others the help which they need to be more effective.

· Do not avoid conflict, address the problem.  Conflict and avoidance in the name of support is like building relationships on sand.  People working together must sense that their shortcomings or mistakes will be accepted along with their strengths and weaknesses, if a healthy supportive climate is to exist.
PROJECT STRUCTURES
Outcome 
Explain the types of structures that are found in a project environment.

Assessment criteria
· The reasons for defining structures for a project is explained with examples

· Structures may include but are not limited to; programme to sub project hierarchy; organisation structures; product /work/cost/organisation breakdowns note - structure is a set of interconnecting parts of any complex thing, a framework

· The concept of programme and project hierarchies is explained with an example.  Programmes include related projects, which may be broken down into sub projects, phases or other components/units

· The purpose of decomposing a project into manageable components or parts is explained with practical examples.  Decomposing a project is breaking it down from top to lower levels, similar to a functional decomposition.

· The concepts of breakdown structures for product, work and cost are explained in simple terms.  Product may include products, services or results. The term deliverable is associated with Product, a common interpretation is that deliverables are produced as the project progresses resulting in an end product

Interrelationship between Strategic planning and project management

An effective project manager should understand the relationship between strategic planning and project management.  
There must be a clear alignment between the strategic plans, programmes and projects in an organisation.  Strategic plans, programmes and projects are all linked to the objectives of the organisation.

Strategic plans provide a macro plan of the organisation, while the purpose of programmes is to ensure that the strategic plans can be addressed at a meso level.  
Projects are then developed to ensure that a programme can be achieved successfully.  All these plans are interrelated and inform each other.  If you implement a project effectively, it will assist to achieve the programme objectives and in turn address the strategic objectives.

Interrelationship between strategic plans, programmes and projects
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Overview
Project Management provides an integrated framework for project organisation, planning and control which is designed to:

· ensure the timely and cost-effective production of all the end-products,

· maintain acceptable standards of quality,

· achieve for the enterprise the benefit for which the investment in the project has been made. 

Project management is about managing:-

· Objectives

· Cost 

· Schedule

· Performance

It involves managing the processes and aspects critical for the achievement of the project goal. These must be managed in a co-ordinated, structured way.

Management of the Project

Management of a project is slightly different from managing normal on-going activities, as was discussed in a previous section.  
The Project Team
The project manager must put a team together to run the project.  Once you know what the knowledge and skills are that will be required of team members, you can start appointing staff.
When you put your team together, remember that a good team has a manageable size, usually not more that about 10 members.

· Team members have shared objectives and are committed to them
· Team members are selected for:
· A proven ability to work together.   This does not mean that conflict will not occur in the team, but it has to be resolved quickly

· An ability to carry out the required teams roles. All team members are inter-dependent on each other.
· Their knowledge and skills.  Every team member must contribute their knowledge and skills to ensure that the team meets its objectives.
NB:  A project team cannot carry passengers

Teamwork

Teamwork can only be successful if all the team members work together towards a common goal and vision.  
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The project manager must establish exactly what the roles and responsibilities of each team member will be. If this is not done, it will be difficult to co-ordinate the activities and  efforts of the team members.  If everyone knows what must be done, what their own role in the process is and what their responsibilities are, the team and its members will be able to carry out action plans within the time available for the project. 

The project leader/manager plays a vital role to keep the team together and to motivate them to perform to the best of their abilities.

Because it happens that the team leader works within his/her own management, a government department or an international agency on the project, it is important that ground rules are set.  The project team will then operate according to these rules. 
Team Structure
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A team structure has to be put into place.  The following can be designed and used to support the structure:

· Project manual.  This outlines what has to be done, by when and by whom.  It indicates the procedures to be followed and the resources to be used.  

· Project specification.  It outlines the standards to be met and the quality measurements to be obtained.

· Change control procedure.  As a project is dynamic, situations will occur which will necessitate change.  The change control procedure outlines how this will be initiated and executed.

· Job description of project team members.  It is essential that all team members know what they are responsible for.  It is accepted that there will be a certain degree of overlap.  It is important that team members are flexible and that no one ever refuses to help because they say that it is not in their job description.

· Responsibility charts outlines the level of responsibility of team members

· Budget and accounting procedures.  These are critical to the successful outcome of the project.
Work Breakdown Structure (WBS)

The Work Breakdown Structure (WBS) is one of the most common project planning tools used to divide and structure a project into smaller and detailed elements, which are specific and manageable.  A WBS enables a project manager to:

· See the total project as a sum of the smaller units 

· Design various schedules

· Establish responsibilities and accountabilities

· Develop costs and budgets

· Monitor finance, resources, time, quality, risk, performance and overall implementation of a project

A WBS may be used to plan and present graphically:

· Goals, objectives, activities, and indicators of success

· Project structure (authorities, accountabilities, and responsibilities)

· Budget structure (cost centres, suppliers)

· Project time

· Decision making process

ORGANISATION STRUCTURES
Outcome 
Explain the application of organisation structures in a project environment
Assessment criteria
· The basic differences between a matrix and functional organisation structure are explained with examples of each.  Limited to organisational matrix and functional structures not extended to their impact on a project

· The project organisation structure is described and explained in a written format

· Organisation structure includes project roles and reporting such as team leader to project manager to project sponsor. Organisation structure includes identifying but not detailing description of roles, responsibilities and reporting lines, progress and communication reporting, authority hierarchy, decision-making accountability
· Reporting lines, authority levels, single point of responsibility/accountability
· The purpose and key responsibilities of two roles on a project are described in a written format

· Stakeholders are explained with examples of at least six different stakeholders

What is Management?

We use the term manager to include anyone who carries out the four fundamental functions of management:

· Planning

· Organising

· Leading and

· Control

The four management functions must be performed in all organizations, be they projects or the business, governmental or community environments.

Therefore managers are responsible for different departments; they work at different levels and meet different requirements.

Managers are usually classified in two categories:

· According to their level in organization (top/middle/first-line) and by

· Area of management for which they are responsible (the functional managers).
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Top management

Top management is a relatively small group that controls the organisation.  They have the final authority and responsibility for executing management process

This level comprises:

· Board of directors

· Partners

· Managing director

· Chief executives

· Management committees

Top management, also known as strategic management, is usually responsible for 

· The organization as a whole

· Determining of visions, missions and overall strategies

· Long-term planning

· Designing the organisation’s broad organizational structure

· Leading and controlling the organization

· Influencing corporate culture

Middle management

Middle managers are responsible for specific departments.  they have to implement the policies, plans and strategies formulated by top management

Normally includes the functional heads such as:

· The marketing manager

· The purchasing manager

· The human resources manager

Middle management is concerned with the near future and is therefore responsible for 

· medium-term and short-term planning

· Organising functional areas

· Leading by means of the departmental heads

· Controlling the management activities of the middle managers’ own departments

· Monitoring environmental influences that may affect their own departments

· Link upper and lower levels of the organization

· Implement strategies developed at top

Lower/first-line management

Lower management, first-line management or supervisors are responsible for the even smaller segments of the organization, namely the different subsections or departments.  their job titles include: 
· Product managers

· Promotions managers

· Sales managers

· Supervisors

· Foremen

The managerial functions of first-line managers are centred on:

· Daily activities of their departments or sections

· Short-term planning

· Implementing the plans of middle-management

Their primary concern is to 

· apply rules and procedures to achieve high level of productivity

· to provide technical assistance

· to motivate subordinates

· to accomplish day-to-day objectives

First-line management spend a large portion of their time supervising the work of subordinates. They are therefore a vital force in the organization and hold the power to increase or decrease the productivity of most organizations.

They are also the link between management and the body of employees in the organization.

The difference in the four functions for the three management levels:
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Planning and organizing are primarily the responsibility of top management, while the time devoted to these activities decreases for middle and first-line managers. 
Leading, which includes motivation, is the highest priority for first-line managers, with the time devoted to this activity decreasing at higher levels. The time devoted to controlling is similar for all three levels, although middle and top managers spend marginally more time on this activity than their first-line colleagues.

[image: image8]
[image: image84.png]




Areas of management

Another factor that influences the classification of managers is the type of activity they manage. Therefore, in any organization there may be marketing, finance, operations, human resources, purchasing and public relations managers at all three levels of management.

General management embraces the overall function through which top management develops strategies and formulates policies for the whole organization, and also cuts through all the other functions, because functions such as planning and controlling are performed not only at top level, but also in each functional area.

The general management function includes:

· Planning management has to do

· Organization managers have to establish to carry out plans

· Leadership that management has to assume to get things done

· The control that has to be exercised over the whole process.

The marketing function entails the marketing of the products or services of the organization. This includes:

· Assessment of the market

· Assessment of needs of consumers

· Development of strategy to satisfy those needs profitably

The financial function includes:

· The acquisition, utilization and control of the money the organization needs to finance its activities and to buy materials and equipment

The production or operations management function includes that group of activities concerned with the physical production of products, namely

· The establishment and layout of the production unit

· The conversion of raw materials and semi-finished products into finished products for the market.

· The examination of  problems related to the supply of services.

The purchasing function entails:

· The acquisition of all products and materials required by the business to function profitably, namely:

· Raw materials

· Components

· Tools

· Equipment and

· In the case of a dealer, the inventory.

· Be in contact with suppliers

· Being aware of new products

· Know the prices at which goods can be bought

· Keep the inventory up to date to ensure continuity of functioning

The human resource function entails:

· The appointment 

· The development and 

· The maintenance of the human resources in the organization

To enable the organization to make a profit, the human resource manager must

· Appoint the right people

· Provide them with the right training in order to make the best use of them

The public relations function of an organization is to

· Create a favorable objective image of the organization

· Establish good relations with

· Those directly concerned with the business and its products

· Those indirectly concerned with the business and its products

This means that, to an extent, all managers are responsible for all functional activities at certain points in time

For example, the Marketing Manager:

· Planning the marketing department’s activities – e.g.  marketing goals: a 10% increase in the market share for 2006 financial year – are determined in accordance with the objectives of the organization and plans are formulated to attain these objectives and goals.

· Organizing marketing activities – allocating tasks to people so the tasks can be achieved.

· Taking the lead in marketing activities – motivation and commanding marketing personnel to perform their duties in pursuit of the goal formulated in the marketing plans

· Controlling marketing activities – ensuring that marketing objectives are accomplished according to plan.

Systems theory
In the business world, a system consists of a number of interdependent parts that function as a whole and have a common purpose.

· A business or organisation is seen as a united, purposeful system with interdependent parts, functions and departments.  

· The different parts, functions and departments of the business system are dependent on each other and are therefore mutually bound to each other.  

· The different parts of the business system are orderly arranged according to a plan. 

The different parts of a system are called subsystems.  It is very important to note that subsystems are dependent on each other and that all the subsystems make up the whole business system. 

The systems theory was formed in order to make it possible to understand the working of an entity, such as a business.  Of course, the business is a whole system.   When you look at a business and its place in the environment, the business becomes a subsystem.
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Open and closed systems

Open systems interact with their environment all the time and they also depend on the environment for their success and existence.  A business is an example of an open system.  

The business interacts with the outside environment on a daily basis – 

· This is where their raw products and goods come from, 

· Where finished products and services go, 

· Where their employees come from,

· Where the business gets resources such as water and lights from

A closed system does not interact with the environment and the environment has no influence on the system.  Closed systems are usually mechanical and they have predetermined activities that will be performed, irrespective of the environment.  A watch is an example of a closed system.

Flow through a system

Information, material and energy flow into the system, through the system and out of the system.  This is true of all the subsystems in the business, the business system as a whole and the interaction between the business and the environment.  The basic elements of a system are called the inputs, processing and outputs of the system.

The outputs of one system become the inputs of another system.  In that system, the inputs are processed and become outputs, which then become inputs of another system.
Inputs 

Inputs are what is needed to do the work.  In manufacturing, inputs are raw materials that you start with to make something else.  For example, if you want to bake a cake you need flour, eggs, milk, effort and skill of a person baking the cake, and so on.  If you want to build a house you need sand, cement, bricks, and so on.  

When you are processing information, the gathering and capturing of raw data would be inputs.  If you are working on the payroll, inputs would be salary and wage levels, employee details, overtime hours worked, bonuses that have to be paid, etc.

Processes

Processes bring together all the inputs in such a way that it produces the desired product.  All the steps, processes, procedures and modifications to the raw materials to produce the products and services of the business come into play here.  Often businesses have unique processes that make their products special. In manufacturing, for example, all the inputs are brought together to make the parts.  In our examples above, the inputs are used in the process of building a house or baking a cake.
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Outputs

The result of what is done in the process/production phase is called an output.  The finished product, the finished house and the finished cake are all outputs.

Outputs can be divided into tangible and intangible outputs: 

· Tangible outputs are things that you can see and touch, like a box of matches

· Intangible outputs are services such as in hospitals, training, telecommunications

Feedback

No process is complete without feedback.  After a business has sold a product or provided a service, it must get feedback.  

Examples of feedback include whether the customers buy or do not buy the product/service, financial figures, staff turnover, sales, and so on. 

In our examples, the comments about the house – does it look nice, are people eager to stay in the house, etc., in the case of the cake – do people eat it and tell you how good it tastes, how nice it looks, etc. 

This is the key to controlling the system and subsystems.  Feedback is used during the input, processing and output of each subsystem to evaluate the functioning of the system – is it working the way it is supposed to?

Business systems and the business process

As mentioned, any business or organisation is made up of subsystems.  All these subsystems have inputs, processes, outputs and feedback.  The output of one system becomes the input of another system.

The purchasing department have to ensure that they purchase the correct raw materials for production department.  Their output is the raw material used by production.  The raw material becomes the input for production department, the process is manufacturing the product, their output is the finished product.  The finished product becomes the input for sales department who have to sell the product.  The process is the actual selling of the product to customers and the output is the sold product.

In this way, all the subsystems of the business is linked to each other.
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The production department does not function in isolation, it is part of the greater system called the business.  This means that this department supports other departments in the business and also relies on other departments in the business for support.

Let us take a look at the business process or systems again:

The inputs for production in a furniture factory are: raw materials such as wood, nails, glue, hinges, varnish and paint, screws, upholstery material,etc.  The process is the manufacturing of the furniture and the output is the furniture, with feedback being given by the quality control department, the sales staff and the customers.

The output of the production department becomes the input for the sales department, who have to sell the finished products to the customers.

Meanwhile, the purchasing department has arranged for the buying of the raw materials, this is therefore their output: the raw materials – which becomes the input for the production department. 

Without the support of the purchasing department, the production department will not be able to produce furniture.  Without the support of the quality control department, the production department might produce sub-standard furniture that nobody wants to buy.

Without the support of the production department, where the furniture is manufactured, the sales department will not have products to sell.  Without the support of the sales department, the production department will not be required to produce any furniture and everyone will be out of a job.

So, in any business and organisation, each department is part of a set of interrelated systems, where one cannot function properly without the support of the other departments.

Stakeholder Participation

Once you have identified the project that you want to implement, you need to determine who should participate in the project.  One of the most critical issues in project management is the participation or involvement of key project stakeholders.  If the stakeholders are not involved from the beginning of the project, they may sabotage the implementation of the project or they may not support it.  However, too much stakeholder participation may also become frustrating, time wasting, and destructive.  Therefore, project managers must identify their key stakeholders and plan how to manage them successfully.  

The successful management of stakeholder participation includes:

· Identification of all internal and external stakeholders

· Prioritisation of key stakeholders

· Analysis of their needs, interests and power base

· Deciding on a tactic to involve them constructively

An example of a stakeholder analysis is presented below:

Project: Implementation of a new Performance Management System in a Department

	Stakeholders
	Needs/interests of stakeholders
	Participation tactic

	List of all stakeholders
	Stakeholders

prioritised
	Positive
	Negative
	

	Managers


	
	Want to improve performance of Department
	Sceptical of another performance management system.

Might not necessarily implement system because so busy working on projects
	Need to participate in the development of the new performance management system

Need a special meeting so that concerns can be raised and addressed.  

Must be trained to use the system effectively.  Should also understand how the new performance management system is linked to the Department’s strategic objectives

	Staff


	
	Want to improve performance

Want to be rewarded and promoted for good performance 
	Might be  resistant to change

Might be sceptical of another performance management system
	Deliver a series of workshops explaining the new performance management system and its benefits

Allow people to voice their concerns in these meetings

	Union
	
	Will feel that the improved performance will have a positive effect on all staff
	Might feel that they weren’t consulted sufficiently and derail the implementation process
	Involve in the development of the performance management system from conception

Ensure that Union reps are reporting back


Matrix Organization

A business structure in which people are assigned to both a functional group (departments, disciplines, etc.) and to projects or processes which cut across the organization and require resources from multiple functional groups.

The matrix organisation is a type of organisational management in which people with similar skills are pooled for work assignments. For example, all engineers may be in one engineering department and report to an engineering manager, but these same engineers may be assigned to different projects and report to a project manager while working on that project. Therefore, each engineer may have to work under several managers to get their job done

Some organizations fall somewhere between the fully functional and fully projectised organisational structure. These are matrix organizations. Three points along the organizational continuum have been defined (Galbraith, 1971):

· Weak/Functional Matrix – A project manager (often called a Project Administrator under this type of organisation) with only limited authority is assigned to oversee the cross-functional aspects of the project. The functional managers maintain control over their resources and project areas. The project administrator’s role is to enhance communication between functional managers and track overall project progress, making them more of an expediter or coordinator. 

· Balanced Matrix – A project manager is assigned to oversee the project. Power is shared equally between the project manager and the functional managers. Proponents of this structure believe it strikes the correct balance, bringing forth the best aspects of functional and projectised organizations. However, this is the most difficult system to maintain as the sharing of power is a very delicate proposition. This is also the most complex organizational structure to maintain. 

· Strong/Project Matrix – A project manager is primarily responsible for the project. Functional managers provide technical expertise and assign resources on an as-needed basis. Because project resources are assigned as necessary there can be conflicts between the project manager and the functional manager over resource assignment. The functional manager has to staff multiple projects with the same experts. 
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Projects operate within various organizational structures

Although project teams organize themselves in functional organizational structures, these structures operate within the overall organizational structure.

These structures can be according to the organizational needs of the:

· Business

· Governmental

· Or community environment within which the project is executed:

Each has its own requirements and unique sets of needs:

PROJECT ACTIVITIES AND PROCESSES
Outcome 
Explain the major processes and activities required to manage a project

Assessment criteria
· Key processes and activities that take place to manage a project are described from beginning to end.  The processes and activities may include but are not limited to start up, initiation, planning, controlling, monitoring, execution, implementing, closing, evaluating

· The supplementary management sub-processes and activities required to support the key processes and activities are briefly described with examples of each.  Supplementary sub-processes and activities includes but are not limited to scope, risk, quality, communications, schedule, cost, change control, resource, stakeholder and procurement management

· The reasons for planning and controlling a project are explained with examples of the consequences of not planning and controlling

The Project Triangle




The Traditional Triple Constraints

Like any human undertaking, projects need to be performed and delivered under certain constraints. Traditionally, these constraints have been listed as scope, time, and cost. These are also referred to as the Project Management Triangle, where each side represents a constraint. One side of the triangle cannot be changed without impacting the others. A further refinement of the constraints separates product 'quality' or 'performance' from scope, and turns quality into a fourth constraint.

The time constraint refers to the amount of time available to complete a project. The cost constraint refers to the budgeted amount available for the project. The scope constraint refers to what must be done to produce the project's end result. These three constraints are often competing constraints: increased scope typically means increased time and increased cost, a tight time constraint could mean increased costs and reduced scope, and a tight budget could mean increased time and reduced scope.

The discipline of project management is about providing the tools and techniques that enable the project team (not just the project manager) to organize their work to meet these constraints.

Another approach to project management is to consider the three constraints as finance, time and human resources. If you need to finish a job in a shorter time, you can throw more people at the problem, which in turn will raise the cost of the project, unless by doing this task quicker we will reduce costs elsewhere in the project by an equal amount.

Time

For analytical purposes, the time required to produce a deliverable is estimated using several techniques. One method is to identify tasks needed to produce the deliverables documented in a work breakdown structure or WBS. The work effort for each task is estimated and those estimates are rolled up into the final deliverable estimate.

The tasks are also prioritized, dependencies between tasks are identified, and this information is documented in a project schedule. The dependencies between the tasks can affect the length of the overall project (dependency constrained), as can the availability of resources (resource constrained). Time is not considered a cost nor a resource since the project manager cannot control the rate at which it is expended. This makes it different from all other resources and cost categories.

Cost

Cost to develop a project depends on several variables including 
· labour rates, 
· material rates, 
· risk management, p
· plant (buildings, machines, etc.), 
· equipment, and 
· profit. 

Scope

· Requirements specified for the end result. 
· The overall definition of what the project is supposed to accomplish, and a specific description of what the end result should be or accomplish. 
A major component of scope is the quality of the final product. The amount of time put into individual tasks determines the overall quality of the project. Some tasks may require a given amount of time to complete adequately, but given more time could be completed exceptionally. Over the course of a large project, quality can have a significant impact on time and cost (or vice versa).

Together, these three constraints have given rise to the phrase "On Time, On Spec, On Budget". In this case, the term "scope" is substituted with "specification".

Project Management documents

Most projects, to be successful, must adequately document objectives and deliverables. These documents are a mechanism to align sponsors, clients, and project team's expectations.

1. Project Charter

2. Business case/Feasibility Study

3. Scope Statement / Terms of reference

4. Project management plan / Project Initiation Document

5. Work Breakdown Structure

6. Change Control Plan 

7. Risk Management Plan

8. Communications Plan

9. Governance Model

10. Risk Register

11. Issue Log

12. Action Item List

13. Resource Management Plan

14. Project Schedule

15. Status Report

16. Responsibility assignment matrix

17. Database of risks

18. Database of lessons learned

19. Stakeholder Analysis

Initiation
Project initiation “is the process of formally recognising that a new project exists, or that an existing project should continue into its next phase” (PMBOK 1996:47). 
Project initiation can also be seen as problem analysis and project identification.

This is the first phase of Project Management.  You or management realise that there is a need for a project: the need for the project is identified and analysed. 

It may be that the need for the project has to do with solving a problem (such as providing electricity or building houses) an opportunity has been identified (developing a new product, for example). 

It can also happen that the organisation has developed a new policy, maybe for customer service) and a project is needed to make sure that everyone in the organisation understands and can implement the policy.

What is important is that during the project initiation process, the project is defined. 

The Project Definition Lays the Foundation for Entire Project. It Addresses the Fundamental Question of WHAT?
Other common terms used to describe the initiation of the project are:
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Project definition Document

· Scope Document

· Statement of Work (SOW)

· Objectives or Goals

· Business Case

· Project Charter

There are four stages in the project initiation phase, namely:

1. Formulating the objectives of the project

2. Developing the outline of the project

3. Assessing whether the project will be feasible.  A feasibility study assesses the feasibility and viability of implementing the project and generates broad estimates about the scope of the project, costs, inputs, goals and objectives, outputs, time, and indicators.  This can be done through a cost-benefit analysis.

4. Doing the identification test in order to pass the project. The main objective of an Identification Test is to assess the risks involved in undertaking a project. This depends on the proposed nature of the project and its likely complications. For example, a community‑based project can fail the Identification Test if it is found that the number of parties which need to be consulted expands phenomenally or demand more time while the proposed start and end dates of a project cannot be guaranteed.

Formal projects should be recognised in the form of a project charter. A project charter is also referred to as a terms of reference, a project mission or a project proposal.

Once you have identified the project that you want to implement, you need to determine who should participate in the project.  One of the most critical issues in project management is the participation or involvement of key project stakeholders.  If the stakeholders are not involved from the beginning of the project, they may sabotage the implementation of the project or they may not support it.

Scope planning
Scope planning is defined as “the process of developing a written scope statement as the basis for future project decisions including, in particular, the criteria used to determine if the project or phase has been completed successfully” (PMBOK, 1996:51).  The scope planning forms the basis for future decisions and establishes the criteria for the completion of the project activity or phase.  The scope statement is often revised to accommodate changes in the project scope.

· Defines the boundary of the project as agreed by the stakeholders

· Outlines the project objectives and major deliverables as agreed by the client and contractor
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Determines whether the project is implemented according to the required condition and Informs the change control process

Planning
A project plan can be described as a road map which shows the route for completing specific objectives and alternative ways from their start to their finish. However, it is usually the case that anyone starting to plan a project is almost always unclear about the important or relevant aspects of such a project. Subsequently, once a project need has been identified and considered feasible then a detailed strategy must be drawn up. 

This framework or plan is essential for implementing a project by ensuring that what is needed is accounted for and that the correct steps are taken. The key approach to project planning is to identify and determine the planning parameters of a project.

Planning activities

Correct planning involves a number of activities which have to be carefully thought out before a project can be implemented. These include:

· Working out the resources that will be required: human resources, finances, equipment, materials, machinery, buildings, etc.

· Defining the objectives for each task.  
· Once this has been done, a set of performance standards and measures must be developed so that we can measure progress.  This is done by means of a work breakdown structure.

Planning parameters

In order to do proper planning, the project parameters must be defined in order to complete the project activities:

· Quality planning,

· Time planning, and

· Expense planning.
Resource and cost planning

A project manager is continuously challenged to implement a project within the determined time, resources, costs, and quality.  Resource planning may be defined as forecasting the resources, both human and material, that are necessary to implement the project successfully.  The resource planning is performed within the predetermined time and budget factors. 

Resource planning is connected with all project activities.  Changing resource availability affects the duration of the activity.  The important issues to consider when planning resources are as follows:

· Determining the resources available inside and outside the organisation

· Anticipation for absenteeism, sickness, etc. (often 25%)

· Multiskilled project staff / Interchangeability 

· Multiple projects

· Availability of resources during certain time periods (public holidays, seasons, market supply and demand, etc)

· Changing resource allocations, prioritisation of critical activities, increasing / reducing resource availability to meet deadlines / costs (incentives, overtime, work-shifts, subcontracting)

· Use of resource bar-charts and histograms for visual display and easy monitoring
Budgeting
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Although resources such as people and equipment are crucial ingredients for successful project implementation, they can be assembled only if finances allow.  Managing project finance is therefore one of the major roles and responsibilities of the project manager.  

The major activities of project managers in relation to project finance may be summarised as follows:

· Budgeting

· Cost control

· Making budget adjustments

Budgeting may be defined as estimating the cost of project activities.  The budgeting process is an integral part of a project planning process - WBS, estimates, schedules, critical path analysis, etc.  Cost control involves the management of a project cash-flow, which represents the flow of funds in and out of the project i.e. income and expenditure. 
Risk Management

Risk Management is the art and science of identifying, analyzing and responding to risk factors throughout the life of a project and in the best interests of its objectives.

Risk has to do with uncertainty, probability or unpredictability and contingency planning.

Risk Management is the preparation for possible events in advance, rather than responding as they happen.

It is the formal process whereby risk factors are systematically identified, assessed and provided for. 

Scheduling

Scheduling consists of the following steps: activity listing, resource allocation, sequencing, and taking corrective action. 

The questions to be asked in scheduling are as follows:

· Activity listing: What specific activities must be carried out or things must be done, and how must they be carried out / done, to achieve the project objectives?

· Resource allocation:
 Who will carry out each activity listed, and what other resources will they need to carry out the activities i.e. money, equipment, advice etc.?

· Sequencing: How long should each activity take?  What other activities must be completed before this activity takes place?  When must this activity start and by when must it be completed?  What is the best sequence for activities to take place?

· Taking corrective action: Which activities have been completed and which activities have not been completed that should have been completed?  Why have they not been completed and what must be done to get them back on schedule?  What resources have been used?  Has too much of any resource been used e.g. money?  Why has too much been used and what must be done to get planned resource utilisation back on track? 
Quality 

To plan the quality of a project is to refine the tasks broadly defined during the Project Identification phase. Part of quality planning is to prioritise the order of tasks into a sequence which best fits the project’s progress.  Quality planning outlines the standards of performance expected by project management and provides a useful guide for monitoring project progress. Key quality planning elements are:

· Determining the quality and types of resources needed (human and material),

· Setting the performance standards desired, and

· Verifying output quality.

Controlling
Implementing a project

The project team managing a project during the implementation phase has a number of duties to perform to ensure that a project is launched successfully, namely:

· They must be in control of the work or activities in progress,

· They must ensure that everyone involved is kept informed of all the relevant events taking place, and

· They must ensure that a smooth transition takes place between the Project Planning phase and Project Implementation phase by making sure of planned supplies and looking out for a possible breakdown in communication between the responsible individuals.

The former duty (controlling a project's progress) forms the main activity of the Project Implementation phase, while both latter duties (keeping people informed and ensuring a smooth transition between both phases of the project cycle) help to facilitate this process.

Controlling a project's progress

If a project involves more than one person, a project manager must often play a number of diverse roles in order to implement a project successfully, in particular a project manager is expected to be a: 
· Listener

· Informer, and

· Leader.

Each role is briefly described.

· Listening is a skill where the project manager is informed by other team members about the relevant aspects of a project's progress. The project manager must therefore be able to identify potential problems and find solutions to these issues. An important aspect of this skill is to detect how things are said so that possible frustrations, disappointments, and other negative human emotions are noted and resolved timeously (listening skills are discussed further).

· Communicating is a skill which allows the project manager to brief or inform other team members about the state of a project's progress.

· Leadership is central to both the above roles and is recognition of a specific project manager's responsibilities and command. A critical element of good leadership is the ability of a project leader or coordinator to make decisions based on the inputs and consensus of all involved. A good leader also recognises good performance and rewards it appropriately, corrects poor performance and is able to continuously motivate the project team throughout the project cycle. 

These roles or skills are applied throughout the project cycle, especially during the three stages of project control, namely:

· Applying standards,

· Monitoring performance, and

· Regulating progress.

Applying standards

It is important to set the criteria or standards against which a project's progress can be measured. This tells us whether a project is progressing satisfactorily or identifies emerging problems. Reference to specific standards should be listed in the Project Breakdown Structure (refer to Lesson 3) and closely adhered to during a project's actual implementation. Not follow*mg these standards could result in a project's failure!

A project's overall progress is usually monitored by graphical indicators. Two charts, notably the Gantt and PERT Charts have already been discussed (refer to Lesson 3). Other charts which monitor project standards are the:

· Preparation Control Chart

· Events Control Chart, and

· Budget Control Chart.
Monitoring performance

Monitoring a project's performance ensures that the project goal and objectives set out during the Project Identification phase are being achieved during its implementation. Monitoring measures the progress of a project as it is implemented and provides an early warning to project management about potential or developing problems. Monitoring therefore confirms the satisfactory progress of a project.

Monitoring methods allow the project manager to follow the progress of important tasks as they evolve during this phase without having to stop a project before its completion for evaluation purposes. Popular monitoring methods include:

· Observation of what is happening as the project activities get underway on a random basis. This involves asking questions to other project team members about a project's activities and keeping up‑to‑date with the project's progress.

· Regular review of a project's progress on a periodic basis, for example twice a week. This involves comparing what was planned with what is taking place up to a point in time. Reviews should include a definition of the problems encountered and the methods applied to resolve them.

· Scheduled evaluations confirm whether the standards or planning quality determined beforehand in the Project Breakdown Structure are being applied after each task is completed. This method compares the actual quality of project output or performance as against the planned output or performance. Scheduled evaluations therefore involve interviews with other project team members or beneficiaries of the project.

Effective monitoring usually involves a mixture of these approaches in practice and is complemented by the charts described earlier in this Lesson. Any method used to check a projects' progress can be described as a monitoring procedure.

Monitoring

Project monitoring is an internal process required during project implementation to ensure success. Project monitoring is essentially about measuring actual progress against the project plan or indicators, detecting variance, and taking corrective action.  It is mainly concerned with the following project elements:

· Measurement of physical and financial resources

· Time management

· Information management

· Quality control

· Human Resources performance 

· Achievement of project objectives

Key Project Monitoring Questions and Time Frames

Project monitoring is an integral part of day-today management.  It provides information by which management can identify and solve implementation problems and assess progress.  The questions below should be asked regularly by the project manager and the project team:
	Monitoring questions and timeframes

	Weekly
	Which activities are underway and what progress has been made?

	Monthly
	At what rate are resources being used and costs incurred in relation to implementation?

	Quarterly
	Are the desired results being achieved?

	Half yearly
	To what extent are these results furthering the project purpose?

	Half yearly
	What changes have occurred in the project environment? 


Progress Reporting and Control

The purpose of reporting and control is to:

· Monitor and evaluate progress, as measured against the project plan and project charter, to determine project status;

· Make the adjustments necessary to correct deviations from the project plan;

· Identify and resolve issues that may hinder the successful completion of the project.
Project control is that element of a project that keeps it on-track, on-time, and within budget. Project control begins early in the project with planning and ends late in the project with post-implementation review, having a thorough involvement of each step in the process.
Control systems are needed for cost, risk, quality, communication, time, change, procurement, and human resources. 

Businesses sometimes use formal systems development processes. These help assure that systems are developed successfully. A formal process is more effective in creating strong controls, and auditors should review this process to confirm that it is well designed and is followed in practice. A good formal systems development plan outlines:

· A strategy to align development with the organization’s broader objectives 

· Standards for new systems 

· Project management policies for timing and budgeting 

· Procedures describing the process 
Closing
The following are important steps for conducting project handover:

Planning for the hand-over 

The activities of a project handover depend on when a satisfactory commissioning report is provided to the Project Manager, if all requisite contract deliverables have been presented in an acceptable manner, and whether all defects have been corrected. The Project Manager is responsible for assembling the Hand-over Plan. The hand-over and take-over process is carried out essentially for the purpose of deciding whether: 

· A project has been completed in accordance with the contract as indicated by specifications

· A project is complete in all respects.  All the performance indicators have to be addressed.

· The standard of work is satisfactory

Attendance at hand-over 

Appropriate stakeholders should attend the handover meeting / session. The Project Manager will ensure that:

· Project requirements are satisfactorily concluded

· All shortcomings are identified, such that an endeavour is made to have corrective action concluded before issue of the Agreement of Satisfactory Completion

· The project owners have all appropriate information / reports / contract and documentation 

· There are satisfactory outcomes to ensure subsequent project sustainability

The Project Manager may at this stage involve the user to review whether the product is consistent with the underlying approved user requirement. 

Agreement Check-List

The hand-over agreement is used as a guide for use by the Project Manager and user to ensure that all relevant actions are attended to.  The level of detail illustrates the point that considerable effort will usually be required to effect a smooth hand-over, with the amount of time to be set aside with the Project Manager to prepare for hand-over being a function of the scope and complexity of works.
Corrective Actions

Any outstanding work should be completed before the issue of Agreement of Satisfactory Completion, with outstanding items endorsed on or appended to the agreement.

Completion of Hand-over

This includes conclusion to the hand-over activities to confirm that the project is at the completion stage.  The Project Manager and user will sign Agreement of Satisfactory Completion to formally conclude hand-over of the project.   
Evaluating
Projects are evaluated against the objectives/verifiable indicators, time, quality, resources (financial, material, human) and information.  The outcomes of a project would be determined.

The evaluation of a project should culminate in the form of a Project Evaluation Report.  
Principles of Evaluation

Evaluation should be:

· Impartial and independent (There should be a separation of the evaluation from responsibility for the project) 

· Credible (Evaluators should have experience and expertise, the process should be transparent, a distinction should be drawn between the findings and the recommendations)

· Useful (Be relevant, present information clearly and concisely, timely, allow for decision making)

· Involve Stakeholders (Allow groups affected to air their views on impact and process of the project)

Purpose and timing of evaluation
Evaluation can be done:

· during implementation – say, mid-term (to review progress and propose alterations to project design)

· at the end of a project (to document resources used, results and progress towards objectives. The objective is to record lessons learned which can be used to improve future project design) 

· afterwards- usually a few months, sometimes a few years, after completion – called ex post evaluation (this type of evaluation focuses on impact). 

The timing of the evaluation obviously dictates its purpose.

Evaluation Criteria
· Relevance

· Efficiency

· Effectiveness

· Impact

· Sustainability

Who Should Evaluate?
Because evaluation is defined as an external process, this should not be done by project implementers.  The project should, of course, be properly rounded off with a final project report in which the implementers can, f course, assess the project, but this is not what is meant by project evaluation, which is frequently carried out by funders who want to find out how their funds and resources were utilised and to what effect, or contracted to an external body.

Project teams should, however, do an internal assessment and capture lessons regarding the management of the project, before they are lost. Lessons learned, knowledge and skills gained, must be retained within the organisation.
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