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INTRODUCTION
Welcome to the learning programme
[image: image54.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: image55.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: image56.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!
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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.
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The table below provides you with more information related to the types of activities. 

	Types of Activities
	Description
	Purpose

	Knowledge Activities
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	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
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	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.
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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
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	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 STANDARD120373

Unit Standard Title 

Contribute to project initiation, scope definition and scope change control

Unit Standard No

120373

NQF Level

4

Credits
9

Purpose 

The person credited with this unit standard is able to participate in the identification of stakeholders and their needs and expectations, as well as preparing scope documentation and assisting in monitoring scope. Learners accessing this standard will be involved in project management teams or involved in building small project management teams. These projects may be technical projects, business projects or developmental projects and will cut across a range of economic sectors. 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

Learners accessing this standard will be 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.

Learning assumed to be in place

Learners accessing this qualification will have demonstrated competence in mathematics and communication skills at NQF level 4 or equivalent

Learners accessing this qualification will have demonstrated competence in computer literacy and applicable software at NQF level 4 or equivalent

ID120372 - Explain fundamentals of project management

Unit standard range

Project level may 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 technical, developmental or business related projects

Constraints may include but are not limited to cost, time, legal, technology, skills, knowledge, and experience

Scope may include but is not limited to cost, time, quality and deliverables.

Measures for project success may include but are not limited to success factors for project performance, objective verifiable indicators and benefits resulting from deliverables. 

Goals and objectives may include but are not limited to goal, overall objectives, mission, vision and SMART objective statements (specific, measurable, agreed, realistic, time-bound).

Stakeholders may include but are not limited to client, community leaders, community members, beneficiaries, suppliers, project team members, labourer, project managers, project sponsors, directors, donor/funder, unions, users and all other parties affected directly or indirectly by the project. 

Contribute is interpreted as adding value, giving ideas, helping bring about results

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: Contribute to the identification and co-ordination of stakeholders, their roles, needs and expectations: Context of a small project/sub-project involving few resources and having a limited impact on stakeholders

Assessment Criteria
Project stakeholders are identified and their roles on achievement of project outcomes are recorded and or explained with examples
Project stakeholders needs and expectations are identified and documented according to agreed format
Project deliverables are verified against the needs of stakeholders
Approved modifications to stakeholder needs are documented and communicated to relevant parties: Relevant parties may be client, team members, management, or any other stakeholder
Specific Outcome 2: Contribute to the identification, description and analysis of the project needs, expectations, constraints, assumptions, exclusions, inclusions and deliverables

Assessment Criteria
Objectives are agreed with all relevant parties
Assumptions, needs, expectations, constraints, exclusions, inclusions and deliverables are identified and recorded according to agreed format
Work packages are developed and further elaborated to present overall view of the project scope
A work breakdown structure is developed and documented, within agreed time frames
Specific Outcome 3: Contribute to preparing and producing inputs to be used for further planning activities

Assessment Criteria
Scope documentation is compiled in accordance with instructions and procedures
Scope document contains a rudimentary sequence of events and/or milestones
Scope document is communicated to stakeholders for approval
Measures for project success are recorded in agreed format
Specific Outcome 4: Contribute to the monitoring of the achievement of the project`s scope

Assessment Criteria
Feedback of progress towards delivering the scope is communicated in agreed manner
Deviations from scope are identified and opportunities for corrective action or improvement are communicated to relevant individuals/teams
The impact of scope change is identified, analysed, described and reported according to agreed procedures
Approved change requests to scope are processed in accordance with project change control procedures
Project deliverables are verified as complete as per agreed scope definition or specified requirements
Unit Standard Essential Embedded Knowledge

The principles, methods and techniques for scoping a project
The concept and importance of scope
Concepts for breaking down work into manageable work packages
Project success factors
What a stakeholder is and how they interact with the project. 
Critical Cross-field Outcomes (CCFO)

Identify and solve problems pertaining to the contribution process of a project (stakeholder management). 

Work effectively with others in the process of contributing to project initiation, scope definition and scope control

Collect, analyse, organise and critically evaluate information to enable the project to be initiated and scoped

Communicate effectively when contributing to project initiation, scope definition and scope control

Use science and technology to record scope definition and scope control

Demonstrate the world as a set of related systems understanding the effect that contributions have on the final results of a project

In order to contribute to the full personal development of each learner and the social and economic development of society at large, it must be the intention underlying any programme of learning to make an individual aware of the importance of developing entrepreneurial opportunities while contributing to the scope of a project

PROJECT STAKEHOLDERS

Outcome

Contribute to the identification and co-ordination of stakeholders, their roles, needs and expectations: Context of a small project/sub-project involving few resources and having a limited impact on stakeholders
Assessment Criteria

Project stakeholders are identified and their roles on achievement of project outcomes are recorded and or explained with examples
Project stakeholders needs and expectations are identified and documented according to agreed format
Project deliverables are verified against the needs of stakeholders
Approved modifications to stakeholder needs are documented and communicated to relevant parties: Relevant parties may be client, team members, management, or any other stakeholder
Stakeholders

As there are many different kinds of projects, the stakeholders of a project would depend on the project and could include: 

The client

The person, business or government department for whom you are rolling out the project.  If the project involves training employees of the local municipality, the client would be the local municipality.  If the client is a business, the client and its directors are stakeholders.  For example, if you want to implement a training program in a big corporate business, the directors will also become stakeholders. 

Community leaders and/or community members

in any project that involves the community, such as building a new school, or development projects such as HIV/AIDS awareness and counselling programs, the community leaders and members automatically become stakeholders, as the project will affect their lives.

Beneficiaries

Almost all projects have beneficiaries.  If the project involves training employees of the local municipality, the employees are the beneficiaries and they are automatically stakeholders.  In fund raising projects where a charity is the beneficiary, the charity is a stakeholder.  The beneficiary has to know what you will be doing, how you will be doing it and how they will benefit before they will be willing to become involved in the project.

Suppliers

All the people and companies that will supply material, equipment and other supplies are stakeholders.  When the project involves, for example, building a sport and recreational centre for a community, suppliers could include builders, plumbers, electricians, suppliers of cement and bricks, etc.  The suppliers have to know what the project involves, what the delivery dates of supplies and equipment will be, etc.  They also have to know how much they should deliver and what the quality of the supplies should be. 

Project teams

All workers, project teams and project team members are stakeholders.  They have to know what they should do, how they should do it and what they will use to do the work.  They also have to know by when it should be done, what the standards and procedures are and how their work will be measured.  It is also important that project teams and other workers understand that the way they do their work will have an impact on the rest of the project. 

Project managers

Project managers are responsible for rolling out the project according to the timelines and ensuring that the project deliverables are of the quality and standard as required by the project documentation.  They are also the link between project teams and other stakeholders such as the client, beneficiaries and the community.

A project manager has to be informed of all changes and developments in the project, as they have to report to other stakeholders.

Project sponsors

Every project has a sponsor, donor or funder – someone who pays for the project.  the person or organisation paying for the project wants to know how their money is being spent, what the progress of the project is, what is being done to solve problems and that the project deliverables will be of the required quality, quantity and on time.

Unions

The union represents the workers who will work on the project and will want to know what the working conditions will be, how their members will be paid, what hours they will be expected to work, what work they will have to do, etc.

Users 

The people who will be using the products or services at the end of the project are stakeholders, as are any other parties that will be affected directly or indirectly by the project.  If the project involves building a sport stadium in a town or city, the following people will be affected negatively:

People whose businesses will have to move to make place for the stadium, as well as their employees

People who will have to buy houses in a different area to make place for the stadium

People and businesses whose properties will be close to the new stadium and whose lives will be disrupted by an increase in traffic and possibly crime

Categories of stakeholders

Stakeholders have to be consulted about the objectives of the project.  As far as is possible, stakeholders should agree on the project and the objectives of the project.  The roles and responsibilities of the stakeholders also have to be determined, as all the stakeholders will not have equal roles and responsibilities.

In project management, there are three basic categories of stakeholders:

Ownership: stakeholders who will be directly involved in the project.  this includes the client(s), sponsor(s), beneficiaries and the project teams

Stakeholders who will be directly affected: those stakeholders who will be directly affected by the project, such as suppliers and the community

Stakeholders who will affect the project: for example, unions and their demands for wages, salaries, working conditions, etc. users, the members of the community and sometimes even suppliers

The project manager consults with stakeholders during all the phases of the project.  The roll out of the project must be transparent and stakeholders have to be informed of progress and problems throughout the project.  It is important for the success of the project that the stakeholders with ownership of the project and the stakeholders who will be directly affected by the project accept the project, as they could sabotage the project otherwise.  

It is, of course, impossible to keep everyone happy all the time, but the major stakeholders have to accept the project. If we look at the stadium, the client and/or sponsors, the local municipality and the majority of the community as well as the community leaders must accept the project and the objectives of the project.  in other words, the primary stakeholders have to accept the project objectives and they also have to be informed of progress on the project. 

Project managers follow certain steps in order to manage primary stakeholders successfully: 
1. The first step is to identify all the internal and external stakeholders

2. From this list, the project manager identifies the primary stakeholders

3. The next step is to analyse the needs of each stakeholder, determine the expectations they have of the project and identify the roles they will play in the successful completion of the project

4. Align stakeholders’ needs, expectations and roles to the deliverables and objectives of the project

5. Through leadership and management make sure that the stakeholders contribute in a positive way to the project

An example of a stakeholder analysis is presented on the next page: Project: Implementation of a training program in the organisation

	
	Needs/interests of stakeholders
	Participation tactic

	List of all stakeholders
	Stakeholders
prioritised
	Positive
	Negative
	

	Managers

	
	Want to improve skills and knowledge of organisation, thereby improving productivity
	Sceptical of training interventions

Unsure whether training intervention will improve productivity
	Need to participate in the deployment of the training program

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

Must be informed of how training intervention will benefit organisation

	Employees 

	
	Want to improve performance

want acquire new skills and knowledge

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

Might be sceptical of attending training courses

might want salary increase after training
	Deliver a series of workshops explaining the planned training and its benefits
Allow people to voice their concerns in these meetings

	Union
	
	Will feel that the training will allow staff to learn more skills
	Might feel that they weren’t consulted sufficiently and derail the implementation process


	Involve in the scheduling of training

Ensure that Union reps are reporting back

	Supplier
	
	Will be happy to deliver training courses to organisation

Sees an opportunity to enhance reputation 
	Might have problems delivering all the training courses on time

Might not be able to deliver training manuals for employees
	Obtain commitment for delivery dates

clarify infrastructure to deliver training

request regular updates


Communicate with stakeholders

The objectives of the project and the primary stakeholders have been identified.  Now the project manager proceeds with the planning of the project rollout, including the plans of the project.

The project manager has to communicate with stakeholders regarding their roles and responsibilities.  If anything changes, the project manager has to communicate with the stakeholders, as changes to the project may affect the needs and expectations of the stakeholders.

Remember that projects rely on the involvement, participation and support of stakeholders.

PROJECT IDENTIFICATION

Outcome 

Contribute to the identification, description and analysis of the project needs, expectations, constraints, assumptions, exclusions, inclusions and deliverables

Assessment criteria

Objectives are agreed with all relevant parties
Assumptions, needs, expectations, constraints, exclusions, inclusions and deliverables are identified and recorded according to agreed format
Work packages are developed and further elaborated to present overall view of the project scope
A work breakdown structure is developed and documented, within agreed time frames
Agree objectives

The objectives of the project – the purpose of the project – have to be agreed with all the relevant stakeholders.  A project is usually started in order to satisfy a need, such as arranging tours for visitors to South Africa.  This need will increase when we host the 2010 Soccer World Cup.  There will be thousands of visitors who will have a need to know more about South Africa and this creates a need for tour guides and tour operators.

The 2010 Soccer World Cup will create more needs than just tours and tour guides: the people visiting have to stay somewhere, they have to eat, they will want to buy souvenirs, etc.  Then there is the actual building of the stadiums that also create many needs: for cement, workers, transport, housing, etc.

The HIV/AIDS pandemic also created needs and wants.  People have to be educated about the causes of HIV/AIDS, how to prevent HIV/AIDS, how to live with HIV/AIDS, how to support people living with HIV/AIDS, etc.

A project objective is 

Work activities that can be measured: print 200 training manuals

A service that is provided: provide HIV/AIDS counselling to people who have been diagnosed HIV positive or provide medical care for people with AIDS

A strategic position that a business wants to establish: provide running shoes to 60% of long distance athletes in South Africa

The purpose of the project: to provide electricity and running water to 1000 houses

A result that has to be obtained: train the national soccer team to reach the finals or win the 2010 World Cup

A product: a cell phone that can connect to the Internet

To assist with the identification of project objectives, project managers do the following:

Decide how big and complex the project will be: the Gautrain project is much bigger and more complex than training 20 people to become tour guides.

Decide what the project should achieve: the Gautrain project should provide commuters with reliable transportation, the tour guide project should equip at least 20 learners with the knowledge and skills to operate as tour guides

Determine how s/he will know when the project is complete: when 20 learners receive certificates of competency as tour guides

Decide how success will be measured: out of 22 learners enrolled, 20 received certificates

Project managers must make sure that objectives are S.M.A.R.T. to ensure that the purpose of the project is clear.
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If the objectives are stated correctly, the purpose of the project will be clear and there will not be confusion at a later stage of the project.

Assumptions

When a project is being described, certain assumptions are made:

In the case of an HIV/AIDS information campaign, the typical assumptions that could be made are:

That there will be interest in the community

That people living with HIV/AIDS will welcome the program

That families of people living with HIV/AIDS will be willing to participate

That the community will understand the implications of living with HIV/AIDS and be more supportive

Make sure that you list all the assumptions because they have to be discussed with stakeholders.  The assumptions must be verified as facts before the project starts to ensure that the project can be completed successfully.

Needs

What are the needs and wants of the stakeholders – what do they want, why do they want it and will the project fulfil these needs?  The stakeholders have to be consulted to determine their needs.

For example, do they really want running water in only 100 houses, or would they prefer central points in every block where the entire community can make use of it?

The worst thing you could possibly do is to assume that you know what the community needs – talk to them and involve them.  Because people are in need does not mean that they do not know what they want.  Treat them with respect and involve them in the process.  They are not idiots and do not appreciate being treated as such. 

To find out what the community wants, the project manager has to consult them.  Do not ever assume that you know what people want and need – discuss the matter with them.  They know what they want, they also have pride and they will be willing to contribute to the process.

Once you have consulted with the stakeholders, you will probably end up with many different needs and wants and it will not always be possible for you to fulfil all the needs. 

For example, some needs and wants could be appropriate medicine for people with AIDS that cannot be supplied by the information project.  However, the objectives of the project could be changed so that information about medical clinics and hospitals where such medicines can be obtained is included.

Unfortunately, no project can fulfil everyone’s needs.  This is why primary stakeholders and beneficiaries are determined. 

When you cannot fulfil all the needs of the stakeholders, prioritise the list of needs.  Have a meeting where you explain which needs the project can address and which needs cannot be addressed by the project.  Make sure that you explain why these needs cannot be addressed. 

It is in the nature of projects that each project will create its own unique needs: 

Are HIV/AIDS counsellors available?

Are venues for meetings available?

Are there communication channels in the community that can be used to promote the information sessions?

You will also have to make a list about the project needs and then prioritise these needs. 

Expectations

Everyone will have expectations about the project and its impact on the community, the organisation, the beneficiaries, suppliers, etc.  The only way to find out what these expectations are is to consult with the stakeholders.

A local supplier of cement will expect to supply the cement, sand and other relevant supplies for the building of the stadium

Unemployed people in the community will expect to be employed when the stadium is built

Local taxi drivers may expect to transport employees

The local sport associations could expect to use the stadium once it has been completed

The people working on the project will also have certain expectations:

That the community will be willing to attend the HIV/AIDS information sessions without disrupting them

That the community will support the efforts of the counsellors

That the community will take the necessary precautions to avoid contracting HIV

Whatever the expectations, they must all be listed and prioritised.  Expectations that cannot be met through the project must be identified.  This must be communicated to the stakeholders and reasons given why.  If possible, solutions should be suggested.

Constraints

The key factors that defined the framework of a project are:

Time: the amount of time available to complete the project

Cost: the amount budgeted for the project

Scope: what must be done to produce the end result?  Project scope is the overall definition of what the project is supposed to accomplish, and a specific description of what the end result should be or accomplish.  Quality is an important part of scope.

These constraints are also called the triple constraints or the project management triangle.  Each side of the triangle represents one constraint: when one side of the triangle changes, it impacts on the two other sides.  

For example if more time is needed to complete the project, it will affect the cost of the project and it could affect the scope of the project.  If the scope of the project increases, the time and costs will also increase.




There are also other constraints that impact on a project.

Time constraint

The project manager has to develop a time line for the project.  This timeline should be adhered to as far as is possible, as changing the timeline will impact on the other constraints.   

Determine when the project will start and when it will finish. To help you with the timeline, first find out and define the time that is needed to produce a deliverable.  Estimate the time needed to finish each task and then add all the times to project the timeline. 

Remember to include time for unforeseen events such as bad weather, strikes, late delivery of equipment and supplies, etc.

Cost 

Any project is subject to a budget – there is not unlimited money available.  Budgets are used to control the costs of the project.  Everything that happens on the project has to be budgeted for and sub projects must be completed within budget as far as possible. 

The costs to roll out a project depends on:

Wages 

Overhead costs 

Materials and supplies

Equipment

Profit: when a project is rolled out in a business, it is usually expected to make a profit.  The profit margin has to be included in the costs of the project. Profit does not usually apply to community projects.

Scope

The scope will include: 

The quality of the deliverables: the quality of the deliverables must be stated in the scope document

Legal constraints: the legal requirements that have to be adhered to, for example working hours, safety precautions, right to privacy, etc. 

Technology can have a negative or a positive impact on a project.  If you need computers to deliver the information sessions, are computers available at the venues or do you have to supply your own computers. 

Resources: include human resources, the availability of material and equipment, information about the community and venues, for example, and methods and processes that will be used for the project

Skills, knowledge and experience: what skills, knowledge and experience is expected of the employees, for example what knowledge and skills should a counsellor have?

The project manager must note all the possible constraints and discuss these with the stakeholders. 

Exclusions

A project cannot satisfy everyone’s needs and wants, which means that certain needs, wants and expectations will be excluded from the project.  For example, delivering medication for people with AIDS, as mentioned previously. 

As with everything else, all exclusions must be listed and discussed with stakeholders, so that the project team is not held responsible for deliverables that should not have been included in the project.

Inclusions

If we list exclusions, it makes sense that we must list inclusions as well. All the project deliverables, extra services and benefits of the project must be listed.

If you will be supplying chairs, microphones and drinks during an information session, list them.

Deliverables 

A deliverable is an item that is produced as the result of the activities of the project.

What will the deliverables be?

When will they be delivered?

For who are they intended?

How will you know when you have achieved the goal?

What should happen in order for you to know that the goal of the project has been achieved?

Deliverables for HIV/AIDS information and counselling project could include:

Deliver the first information session by 15 April
Book venue by 1February

Advertise event by 15 March

Confirm venue by 30 March

Deliver chairs by 13 April

Arrange venue by 14 April

First counselling session by 30 April

Venue confirmed by 16 April

Attendance confirmed by 27 April

Counsellor advised by 20 April

Document objectives 

The project manager has now identified the objectives, assumptions, needs, expectations, constraints, exclusions, inclusion and deliverables of the project.  Now the project manager has to communicate with the stakeholders.  This can be done in the form of a report to the stakeholders, unless the policies and procedures determines otherwise.  Once the report has been sent to the stakeholders, a meeting is convened in order to discuss the issued contained in the report.

The following is a useful general layout of a report:

	Title of the Report
	Include the title and date of the report as well as who compiled the report and who the report will be sent to.

	Executive Summary
	State the main of the report in the form of a summary, for example the purpose, findings and recommendations.  

	Introduction
	The purpose of the report is stated

Explain the structure of the report by giving an outline of the report

This will give the reader an overview of the contents of the report

	Problem Statement
	If the problem statement is done clearly and in one sentence, the person reading the report can quickly understand the problem.  After stating the problem, you can explain the importance of the problem or subject briefly, for example in one or two paragraphs.

	Background to the Problem / Issue / Project
	Explain the background of the problem/issue/project.  Explain what happened prior to the project or issue that caused you to take action. 

If your report is a PROJECT REPORT explain in brief events that led to the need for the project.

	Objectives 
	Explain the objectives, assumptions, needs, expectations, constraints, exclusions, inclusion and deliverables of the proposed project.  Give the details of each under its own heading.

	Conclusions
	This section is not compulsory, but advisable.  It is always better to state the conclusions that you came to base on your investigation.

	Appendices
	Appendices are usually included as supporting information, for example time lines.


An Example of the Format for a General Report
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Develop work packages

A work package is a piece of work that can be estimated realistically and can be completed quickly.  A logical boundary for a work package is project team meetings that take place weekly or every second week and the work should be done by an individual or a small team.  This means that a work package is then 40 hours or 80 hours (or 45 or 90 hours, depending on the number of hours worked).  At every meeting the project manager can then find out if a work package has been completed, has started or has not yet been completed.

Every work package must have a deliverable and the workers must be able to finish the work without interruptions. 
Every information session, for example, can be a work package, as can every counselling session.  At the weekly project meeting the manager can then determine progress – how many information sessions have been held, what was the attendance, how many counselling sessions have been held, and so on.

Develop a work breakdown structure

A work breakdown statement (WBS) is a categorized list of tasks with an estimate of resources required to complete the task.

To develop a work breakdown structure, you have to break down (decompose) the project into levels of tasks, thereby creating a hierarchy of tasks.  Start at the top and each level of tasks contains more details than the level above.

The work breakdown structure is usually shown as 
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a tree diagram or 

a hierarchy chart or

or a list in outline form

A hierarchy chart:
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The hierarchy can also be represented horizontally as per the example below.
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Example of a cost breakdown structure (CBS).  This represents the financial breakdown of the project into budgets per designated area. The horizontal hierarchy also resembles a tree diagram.
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In project management, the WBS is used to:

Identify project deliverables for the entire project as well as sub projects

Identify team members and assemble project teams

Identify the milestones of the project

To control the project

To budget for each phase of the project

Organise the work that has to be done

When you are developing a WBS, use the following questions to guide you:

What is the goal of the project?

What work must be done in order to achieve the goals and objectives of the project?

How must the work be done?

What else must be considered to develop a WBS?

Time

Cost

Quality

Quantity

When developing a WBS, you have to make sure that all the activities of the project are decomposed into work packages that have single deliverables.  From the work packages, schedules will be developed.  When work is scheduled, the task and resource interdependencies must also be taken into account.

Project managers also use WBS to prepare costings and budgets for the project.

Things to consider when developing Work Breakdown Structures 

List each task as an activity that has to be performed

Break the individual tasks into sub-tasks
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What process must be followed to complete each task?

Identify and list the resources that will be needed to do the work

How long will it take to complete the task?  State the start and finish dates. 

What dependencies exist between tasks?  The information session cannot begin before a venue has been booked, for example.

Prioritise the tasks

	WBS #
	Task description
	Estimated Hours
	Who is 

responsible
	Resources
	Start 

date
	finish 

date

	1
	book venue
	15 Min
	Nthale
	Telephone
	1 Jun
	1 Jun

	2
	advertise information session
	2 days
	Leo
	telephone, printer for pamphlets
	2 Jun
	3 Jun

	3
	make sure that speaker is available
	30 min 
	Mpho
	telephone
	3 Jun
	3 Jun

	4
	visit venue to confirm what equipment is available
	1 day
	Lizzie
	transport
	4 Jun
	4 Jun


PLANNING ACTIVITIES

Outcome 

Contribute to preparing and producing inputs to be used for further planning activities

Assessment criteria

Scope documentation is compiled in accordance with instructions and procedures

Scope document contains a rudimentary sequence of events and/or milestones

Scope document is communicated to stakeholders for approval

Measures for project success are recorded in agreed format

Define and explain the scope

Scope definition is the activity that creates “a detailed project scope statement as the basis for future decisions” (PMBOK, 2004:108). 

The following issues need to be considered when developing a project scope statement:

Cover page – include project team/unit/division, project name, relevant contact details, date, recipient of project scope

Name of the project

Project description – description of the project, how it will be implemented and describe special features or issues that need to be considered. Include a list or description of:

The main tasks to be performed to achieve the project goal;

Aspects that are included in the project scope;

Aspects that are excluded from the project scope

Project success factors 

Milestones

Quality of the deliverables

Interrelationship with strategic objectives and programmes – indicate how the project addresses the organisation’s strategic objective(s) and programme(s)

Project management – explain who will manage the project (including division/unit/team, etc.)

Implementers – who is expected to implement the project i.e. internal or external provider?

Location – where is the project going to be based?  

Costs - 

Timeframes – what are the expected timeframes of the project?

Importance of the project – rationale justifying the importance of project and who will benefit

Finances – is there a budget allocated for the project and what is the budget ceiling?

Cost

Monitoring costs is one of the project manager’s and team leaders’ responsibilities.  Costs are managed through:

Budgeting

Controlling costs

Making adjustments to the budget when necessary 

Time

Everyone involved with a project must manage time.  If an activity is going to take longer than planned, schedules have to be rearranged or alternative solutions must be found. In order to determine the time line of the project, follow these steps:

Quality

The quality of the deliverables and finished products must be clearly stated in the scope document.  How the quality will be measured must also be noted.

In order to state the quality of the deliverables, you have to:

Determine the quality and types of resources you will need to deliver the project.  

Set the desired performance standards.  Of what quality is your product/service going to be?  Different people associate different quality to different things so you have to be very specific.

Verify output quality –how will you measure the quality of the deliverables.

Deliverables 

As mentioned, the deliverables of the project must be stated in the scope statement.

Milestones

Milestones are manageable tasks by which the project will be monitored.  You will use milestones to find out if you are delivering the project on time.

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

Follow this process to determine milestones:

Break the project into phases

Use the project phases to develop project schedules

Break the project phases down into milestones

Milestones will be used to find out if the project is being rolled out on time.

Communicate scope document 

The scope document has to be communicated to all the stakeholders for discussion in a meeting.  Follow the guidelines about writing reports to assist you.

Project stakeholders have to approve the scope document of the project, so you must make sure that you include all the details needed to make a decision.  You must also make sure that the presentation and layout of the scope document makes it possible to discuss and agree on the different constraints, the deliverables, the budget, the milestones, the WBS, etc.

Once the scope statement has been sent to the stakeholders, a meeting must take place for the discussion and decision making.

Develop and record measures for project success

Success factors for project performance

You need to know the following in order to determine and note the success factors for the project:

How will you know that you are achieving the goal of the project?

What must be in place to make sure that the goal is achieved?

Success factors are determined from the goals and objectives of the project and are stated as specific tasks and responsibilities that have to be carried out.  These tasks and responsibilities will determine if the project is completed successfully or not and are called critical success factors.   

Critical success factors are obtained from the objectives of the project.  The project manager will look at the objectives of the project to find out which activities are critical to the success of the project.

	Critical Success Factors
	Risks / Possible Problem Areas

	Supply of labour
	Lack of people with the necessary knowledge and skills

Strikes, go-slows, etc.

Are qualified counsellors available?

	Safety
	Are safety procedures in place?

Is protective equipment available?

	venues 
	Are venues available?

What equipment is available in the venues?


Once we have identified the Critical Success Factors, it is also useful to identify possible problem areas or risks to the successful completion of the project.  For example if we look at some of the CSF’s and risks involved in the Mandela Bridge building project, we could identify the following:

	Critical Success Factors
	Risks / Possible Problem Areas

	Supply of labour
	Lack of unskilled labour

Labour unrest

	Safety
	Injuries

Accidents

	Supply of materials
	Raw materials not available

Cash flow


Objective verifiable indicators

These are indicators that can be measured to the objectives will be met – how will we know that the objectives are being met?  These are determined from the objectives, for example:

Did the first information session take place on time?

Was the attendance as expected?

Did the people who attended the session respond positively to the session?

Was it possible to schedule counselling sessions as a result of the information session?

Benefits resulting from deliverables

Who are the beneficiaries of this project?

How will they benefit?

How will they be involved?

What responsibility will they have in the execution of this project?

How will we successfully transfer this project to the community?

MONITOR THE SCOPE

Outcome

Contribute to the monitoring of the achievement of the project’s scope

Assessment Criteria

Feedback of progress towards delivering the scope is communicated in agreed manner
Deviations from scope are identified and opportunities for corrective action or improvement are communicated to relevant individuals/teams
The impact of scope change is identified, analysed, described and reported according to agreed procedures
Approved change requests to scope are processed in accordance with project change control procedures
Project deliverables are verified as complete as per agreed scope definition or specified requirements
Measures that contribute to monitoring of scope 

No project ever runs strictly according to the plan,  so projects are monitored all the time.  The following aspects will be monitored:

Resources such as equipment

Time management

Flow of information

Quality

Work performance

Budgets to control costs.

The following schedules and check lists are be used by project teams and project managers to monitor the progress of the project:

Work breakdown structure

Events Control Charts

Budget Control Charts

Resource charts

Preparation Control Charts

Budgets 

Risk management procedures

Quality management procedures

Timelines of the project

Milestones chart

Change control procedures

Actual performance and progress is compared to the relevant chart to find out if the project is on track or whether corrective action should be taken.

Sometimes it is necessary to change the scope of the project so that deadlines can be extended or the standards of the deliverables.

Processes that contribute to monitoring 

The main tools the project manager uses to manage scope are the project charter and the change request register.  

The project charter gives details of the original agreement, while change requests are created to document any subsequent changes to the scope of the project.

The project charter formally recognises and authorises a project. The project initiator or project sponsor will normally compile and issue the project charter. The project charter clearly documents agreements between the different parties and states the roles and responsibilities of project teams. 

When changes have to be made to procedures, timelines, etc. the project manager will decide if the changes are necessary and what the impact will be on the project if the proposed changes are accepted or rejected.  If the change is approved the project plan must be changed to show the approved change. 

Remember that the baseline scope defined in the project charter, as well as changes that are documented will define the scope of the project. 

Scope management

As hardly any project rolls out strictly according to plan, the scope has to be expanded as the project roll out progresses.  The purpose of a scope management process is to manage the changes.

When the scope has to be expanded (changed) the following must happen: 

All the stakeholders must agree to the changes 

The impact that the changes will have on the project must be analysed by the project team and the implications understood by the stakeholders 

Approved changes must be implemented and documented according to an approved process

Scope change control is defined as (PMBOK, 1996:57):

influencing the factors which create scope changes to ensure that changes are beneficial

determining that a scope change has occurred

managing the actual changes when and if they occur

The following must be in place for a scope change control system:

the steps to request a change control must be listed

identify people who have the authority to make changes to the scope of the project 

the steps to approve and document a change request must be listed

some for of automatic approval for emergency situations must be documented

the process of monitoring, evaluating and updating the scope baseline must be documented

how record of the approved changes will be kept

At any point in time, the current project scope is determined by the baseline scope defined in the project charter plus all the approved change requests that have been approved and documented.

Scope Change Control System

Any change in the scope of the project must be approved by the project stakeholders, this is why a proper procedure should be followed. 

1. Submit a change request on the required forms, if available

2. The change request must be logged and receipt must be acknowledged

3. The change request is sent to the project manager who will decide if an investigation is needed

4. The change request is investigated, conclusions are drawn and a recommendation is made

5. The project manager now determines if s/he has the authority to approve this particular change request.  If not, the change request is escalated to the next level, for example the project board or project steering committee for approval

6. Once the change has been approved, the approval must be logged and dated so that the change can be implemented.  A new baseline of the project scope is therefore created. 

7. The change request is closed and the project change request register is updated with the final resolution.

Change requests should be treated as urgent documents and the project manager must attempt to resolve the request quickly.  If it is necessary to clarify a request, this must be done as soon as possible so that the investigation into the request can begin.  Once the investigation has been completed, a recommendation will be made.  

As part of the resolution, the change request may be accepted, deferred, or rejected.  Once the final resolution is approved, the change request is logged and closed
Identify deviations from scope

As a project progresses, the people performing the activities of the project will better understand what the project is about, what the end product should be and what should be done to produce the product.  

Any deviations from the scope of the project must be identified immediately by the project manager, the project team leaders and/or the team members.  Deviations could include:

Availability of resources

Deadlines

Quality 

Any change request will disrupt the progress of the project.  Usually the changes cannot be avoided, but the impact of the changes can be controlled.

The originator of the claim (the person requesting the change) must state the problem, fully describe what changes must be implement and five reasons for the change request.

The originator can be:

A team member

A team leader

The project manager

One of the stakeholders

Process changes to scope

It is good to have a change request form in place that contains the following details:

Request title

Originator's name

Originator's contact details such as phone/email/fax

Description of the proposed change

Reasons for the change and possible benefits of the change 

How urgent is the change request – the originator will assign a priority to the change request

Administration will receive the change request and log the request in the register. A change request number will be given to the form.

The change request will be assigned to someone in the project for investigation and possible alternative solutions.  The change control register will be updated with this information.  Make sure that the status of the request is “open”.  The register should also contain columns for "Assigned To" and "Response Date"

The manager or person who is responsible will assess the impact of each solution on:

The scope, including products, tasks in progress and future tasks

The schedules of the various stages and phases of the project 

The work involved in making the proposed change

The cost involved and the impact on the budget 

When a recommendation is made, the change request form must be updated.  Note the alternative solutions, what the impact of each solution will be and the recommendation. 

The change request, together with the recommendations, is presented to the appropriate authority to approve or decline the change request.  At this stage, the recommendation can be accepted, an alternative solution can be accepted or further information can be requested.

Once a decision has been made, the change request form and the change request register must be updated:

update "Action", "Authorized By" and "Authorization Date".

set status to "Close"

If further investigation is needed, the Change Request remains open.

All the parties and stakeholders involved have to be informed of the changes. This is  done according to the procedures of the project and can be an e-mail of a form that was specifically developed for this purpose.  When notifying stakeholders, make sure that all the details of the change are included, for example: standards, changes to the budget , and the activities that have to be undertaken to monitor progress and quality control processes.

As soon as everyone has been notified, they will implement the changes.  All the charts that are affected have to be changed as the new process has to be monitored and evaluated. 

Analyse impact of change of scope

Use the following questions to help you analyse the impact the change of scope has on the project:

Have any problems been experienced through implementation of the change?  If so, the problems have to be investigated and possibly another change request made

Did the change have the desired results?  If not, investigate why not

Is the project roll out progressing according to plan?

What are the benefits of the change?

What are the negative effects of the change?

How did the change impact on the project teams?

How did the changes impact on the rest of the project?

Did the changes affect the deliverables?  If so, how?

Verify completed project deliverables

Project change requests will usually affect deliverables and the deliverables have to be verified against the needs of the stakeholders.  The following could have changed:

The quality of the deliverables

The quantity of the deliverables

The time of delivery 

The cost of the deliverables 

Before delivering the project deliverables to the stakeholders, all deliverables have to be verified by inspection or testing to ensure that they conform to the project scope. 

Inspection check lists and project charts such as resource chart, budgets, etc. are used to verify deliverables.

Whether changes have been made to the project scope or not, deliverables have to be verified.
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Executive Summary


The purpose of this report is to inform the Department of Safety and Security about the progress made on the HIV / AIDS Project.


The following objectives will be used to measure the progress of the report…


The main strengths and weaknesses are summarised as…


The following recommendations were made based on the findings…
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Introduction


The purpose of this report is to…


Problem Statement


The incidence of HIV/AIDS has increased by x% in Department of Safety and Security since December 2003.


The EU requested the Department to address problems of … 


Background to the HIV / AIDS Project


In 2004, the Minister of Health specified that…


The EU took up this challenge by …  








Objectives


The following objectives will be used to measure the progress made on the project…


Methodology


A special task team was assigned to monitor the progress of the report.  


Interviews were held with the Project Manager and the Project Team Members to assess the extent to which the objectives were achieved.  The expenditure was measured against the budget….

















Critical Analysis of the Progress Made


The extent to which each objective has been met will be critically discussed. 


Developing a Department of Safety and Security HIV/AIDS workplace policy before December 2005.


It was found that an effective policy was developed, but timeframes were not met.  The reason…


Recommendations


Based on the assessment, it is recommended that…


Conclusion


In conclusion…
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