LEARNER GUIDE 

PROJECT MANAGEMENT

Module 3
Implement project administration processes according to requirements  
Unit Standard 120381
Level 4 Credits 5
TABLE OF CONTENTS

iTABLE OF CONTENTS


3PERSONAL INFORMATION


4INTRODUCTION


4Programme methodology


5What Learning Material you should have


6Different types of activities you can expect


7Learner Administration


7Assessments


8Learner Support


10Learner Expectations


11UNIT STANDARD 120381


14CHANGE CONTROL


15Scope Change Control


15Scope Change Control System


16Procedural Flow of a Change Request


16Change Control


17Overview


17Request Change


18CHANGE REQUEST


19Identify Alternative Solutions


19Make a Recommendation


19Decide Change Actions


19Update the Change Request Form


19Change Log


20Notify the originator of action


20Implement Change


20Project Reporting


20Writing Project Reports


25PROJECT LIBRARY


26Control Change Request Procedures


26Change request log


26Change request forms


27Distribution list


28MAINTAIN PROJECT INFORMATION


29Administration Procedures


29Project administration


30Managing your out tray


30In Conclusion




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
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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
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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:
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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 

[image: image26.png]



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 STANDARD 120381

Unit Standard Title 

Implement project administration processes according to requirements 

NQF Level

4

Credits
5

Purpose 

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

ID 120376 - Conduct project documentation management to support project processes
Unit standard range

Projects may include but are not limited to technical, developmental or business related projects

Project change request may include but is not limited to changes in the following circumstances: Time, Cost, Quality, Resources, Risk, Market and Legislative changes 

Item may include but are not limited to electronic files, paper based documents, audio / video material, drawings, models or other tangible deliverables of the project processes that need to be kept in safe custody
Project library may include but is not limited to electronic, paper based and a place where things are stored.

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: Execute processes and standards to support project change control
Assessment Criteria
Project change control processes are used according to policies and procedures
Procedure for initiating project change request is communicated to relevant stakeholders using appropriate communication techniques
Procedures and templates are available to request a change on a project. 
Log and file of project change requests are maintained according to procedures
Specific Outcome 2: Update and communicate status of change requests
Assessment Criteria
Status of project change requests are recorded and reported on using agreed procedures
Tracking, recording and reporting of status of change requests are completed using agreed procedures
Communication with impacted stakeholders is completed within agreed procedures
Specific Outcome 3: Administer the project library/repository to support change to affected items 

Assessment Criteria
Project library / repository is administered to agreed procedures and standards
Change of approved documents or items is undertaken after gaining authorisation and approval
Changed documents or items are redistributed and communicated to relevant stakeholders using appropriate communication techniques
Relevant individuals are informed of proposed and actual changes.  The project library / repository may also be called a knowledge base
Specific Outcome 4: Maintain project organisational information 

Assessment Criteria
Project organisation (structure) information records are maintained in accordance with procedures
Communication plans, distribution lists and/or project member directories are recorded, utilised and maintained according to project needs. 
Project staff and / or consultant information records are maintained in accordance with instructions
May include personal details, skills profile and availability
Unit Standard Essential Embedded Knowledge

The need for project change control systems and procedures
Project / organisation change control system
Office systems and archiving methods
How to present and maintain organisation structure information
Critical Cross-field Outcomes (CCFO)

Identify and solve problems, related to project change control implementation and administration 

Work effectively with others in the implementation of project documentation management and change control processes 

Collect and process information pertaining to requests for project change and administering the project library 

Communicate effectively with higher authority and other relevant parties regarding change control administration processes

Use science and technology to process project change control requests

Demonstrate the world as a set of related systems when processing, implementing, configuring and administering the project change control requests

CHANGE CONTROL

Outcome

Execute processes and standards to support project change control
Assessment Criteria

Project change control processes are used according to policies and procedures
Procedure for initiating project change request is communicated to relevant stakeholders using appropriate communication techniques
Procedures and templates are available to request a change on a project. 
Log and file of project change requests are maintained according to procedures
Scope Change Control

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

This step ensures that the project is refined or adjusted if changes occur.  A configuration management system should be developed that outlines the following areas:

a change control system that outlines the steps by which the official project documents can be changed

lists the people who have the authority to make changes to the scope of work

a framework to monitor, evaluate and update the scope baseline to accommodate scope changes

automatic approval for emergency situations

keeping records of all the approved changes 

Scope Change Control System

There is a natural discovery process in all projects due to factors such as omissions, mistakes, creativity, misunderstandings, and external influences.  It is virtually impossible to plan for everything that can happen or go wrong.  

This discovery process normally creates pressure to expand scope.  The purpose of a scope management process is to constructively manage that pressure.  This is why all projects must have a scope change control system, so that the scope can be expanded and the baseline be changed.

Scope expansion is acceptable as long as:

all the users agree that the new requirements are justified

the impact to the project is analysed and understood

the resulting changes to the project (i.e., cost, timing, quality, and human resources) are approved and properly implemented.

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

The project charter specifies the original agreement between the project team and the project sponsor (usually the client).  

Change requests are created to document any subsequent change to this baseline scope, and are tracked using the change request register.

Throughout the project, proposed changes are documented and screened by the project manager.  He determines which suggested changes might be necessary, and these are investigated to determine the impact on the project of accepting or rejecting them.  

When the investigation is complete, the change is either approved and the project plan is adjusted to reflect this decision, or the change is rejected.  

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.

Procedural Flow of a Change Request

The procedural flow of a change request shows the path the suggested change will follow from initiation through resolution and closure.

The change request should be resolved as soon as possible so that any negative impact on the project is minimised.  This attempt at resolving the issue should be performed at each step in the process.  

First, the change is identified and entered into a change request register.  The change may require clarification prior to investigation and resolution.  In other situations, it may be assigned for investigation immediately.  
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After investigation, a recommendation is made, reviewed, and resolved.  As part of the resolution, the change request may be accepted, deferred, or rejected.  Once the final resolution is approved, the change request is closed.

The usual sequence that a change request follows is as follows:

A change request is submitted;

The change request is formalised and logged

The project manager decides whether an investigation is required

The investigation takes place and a recommendation is forwarded to the project manager

The project manager decides whether the scope and impact of the recommendation is such that he has the authority to make such a decision. If he does not have the authority to make a decision, the matter is escalated to the next level (Project Board/Project Steering Committee) for a decision.

[image: image31.wmf]If a change is approved for immediate implementation, the work that is required to incorporate the change into the project charter and project plan must be indicated.  This creates a new baseline for measuring future requests.  It could, therefore, happen that you have to make changes to your charts

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

Change Control

The purpose of a change control system is to:

control the addition of work to the activities, 

in a way that assesses the value of the change request,

presents alternative solutions, 

assesses the impact of the alternative solutions,

records all change requests and resulting actions,

enables changes to completed products,

so that the Stage Managers and Project Board can make controlled changes to project scope, schedule and cost.

Overview

As a project progresses, the people involved with the project develop a better understanding of what the end product should be and what they need to do to produce the product.  This increased understanding manifests itself as changes to the stage activities, and changes to the products.  This will disrupt:

project and stage schedules

project and stage costs

project scope, 

Such changes cannot always be avoided, but their impact can be predicted and controlled.

Change requests may come from a variety of sources but they will require Project Board sponsorship to be processed.  The originator (person requesting the change) will describe the change request and provide a justification.  

Alternative solutions, and their respective impacts on the project, will be identified and a recommendation made.  

The recommendation will be presented to the Project Board who will decide whether to accept it or make an alternative recommendation.

Request Change
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This is a formal request from either a member of the project team, a client, a coordinator or Key Stakeholder to make a change to the project scope or functionality.  The originator must obtain sponsorship from a Project Board member for the proposed change request.

The proposed change request will be submitted on a Change Request Form by the originator.  Before it can be accepted as a proposed change request the originator must complete the following information:

Request Title,

Originator's Name,

Originator's  Phone/Email/Mailstop

Sponsor's name

Description, of the proposed change

Justification, for the change, with quantified benefits

Originator's priority – how urgent is the change request

CHANGE REQUEST

Outcome 

Update and communicate status of change requests
Assessment criteria

Status of project change requests are recorded and reported on using agreed procedures
Tracking, recording and reporting of status of change requests are completed using agreed procedures
Communication with impacted stakeholders is completed within agreed procedures
The Stage or project manager will review the change request and assign it to someone to investigate alternative solutions. 

The Stage Manager will update the Change Request Form:

assign a unique Change Request #,

update the Request Date

set status to "Open"

update "Assigned To" and "Response Date"

The Stage Manager will also update the Change Request Log.

Identify Alternative Solutions

The manager or person who is responsible for evaluating the change request will do the evaluation and identify several alternative solutions.

He/she will assess the impact of each solution on:

Functional Scope, including baselined products, tasks in progress and future tasks

Schedule of the stage and the project

Effort that will be involved in making the proposed change

Cost: what it will cost to make the changes and what the impact on the budget of the project will be

Make a Recommendation

Once a recommendation has been made, the change request form must be updated with the alternative solutions, their respective impacts and the recommendation.  

Decide Change Actions

The change request, together with the recommendations will be presented to whoever has the authority to approve or decline the change request.  This will often be the Project Board.  The Project Board is can then accept the recommendation, chose an alternative solution, or request further investigation.

Update the Change Request Form

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

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

set status to "Close"

Change Log

Now the change request log has to be updated:

update "Status" and "Close Date".

If the Project Board requests further investigation then the Change Request remains open.

Notify the originator of action

If the chosen solution will cause the stage to exceed the tolerance limits then the Project Board may require the Stage Manager to produce an Exception Situation Report which will replace the Stage Plan.  This will mean changes to your charts again.  Before you make any changes, discuss the new stage plan with the manager concerned.

Whatever the decision, all the parties and stakeholders involved have to be informed of the changes. 

This can be done in the form of a memo, e-mail or a form that was specifically developed to notify stakeholders of changes to the project processes.

You will have to include all the details of the change, such as standards, budget constraints, activities to monitor progress and quality control processes.

Implement Change

As soon as everyone has been notified, they will have to start implementing the changes.  This means that you will update your charts according to the changes and then monitor and evaluate the new processes, activities and budgets.

Project Reporting

During the life of the project, you will be required to submit regular reports. The nature and timing of these reports must be agreed on by all the parties concerned right at the beginning of the project implementation, if not earlier.  Routine progress reports may include:- 

Gantt Charts and comments on variances

Budgets – actual against forecast.

Comments on labour, quality etc.

Reporting on change requests

Top management or sponsoring agencies always expect a final report at the end of the project.  It may be that your on-going employment is conditional on this report.  The quality of the report may also influence the possibility of securing a promotion or other stimulating work.

It is therefore important that this report is written in such a way that it is a reflection of your professionalism.

It is a good idea at the beginning of the project to ask top management if they have any specific requirements for reporting procedures.  Certain organisations have very explicit requirements and it is essential that you meet these requirements.

Writing Project Reports

Purpose

A report is normally an internal document that results from an investigation of a situation or project, or which results from some survey or research.  Also, daily, weekly, monthly, or annual reports are prepared to give feedback on the results that have been achieved by the project against pre-set objectives.

Who are the intended readers?

Readers of reports are normally people higher up in the management hierarchy or other decision makers in or associated with the project.  It is still, however, necessary to consider the following in formulating a report.

What is the nature and content of the report going to be?  How technical or specialised is the subject matter of the report relative to the knowledge and understanding of the reader?

How much time is the person likely to have available to read my report?

What response am I hoping for from the reader?

Answers to these questions will help you to write a report which is focused, to the point, readable and interesting, and which results in a common understanding and appropriate response.

Suggested structure for a Project Evaluation Report 

Executive summary

Introduction

Evaluation purpose

Evaluation method

Findings

Discussion of findings

Conclusions

Lessons for future projects

Appendices (questionnaire, project documents, etc.)

Layout of a general report

The following is a useful general layout of a report:

Title of the Report:  

The title of the report should be in capital bold print, followed by the date on which the report was written.  

You may wish to repeat the title of the report in smaller print at the very top of each page of the report.

You should also include who the report is for and from whom.

Executive Summary

There is no fixed rule regarding where the Executive Summary should appear. Some people prefer to include the executive summary after the cover page, whilst others prefer to insert the executive summary after the contents page.

An executive summary summarizes the key issues that you covered in your entire report.   In general, you would include: the purpose of your report, your problem statement, your objectives, key methods you used, your key findings (strengths, weaknesses, root causes, etc.), key recommendations, (the amount of money you are requesting if you are writing a funding proposal) in an executive summary.  

Your executive summary should be approximately ONE page in length.

You would generally write up your executive summary after you have completed writing your report, because this is the easiest way of being able to select the key points that you have covered in your entire report.

Introduction

The Introduction should give people an overall sense of what this report is about, by doing the following:

Purpose: state the main intention of the report. For example, to evaluate, to monitor progress, to investigate, to explore, etc.

Outline of the report: explain how the report will be structured.  For example, the report will: i) explain the central problem that will be addressed, ii) identify the objectives that will be used to measure progress iii) outline the methods used to collect the information iv) critically assess the extent to which the project met the objectives v) provide recommendations to address the causes of the problems identified.

Problem Statement

A Problem Statement states the problem in a focused and clear way.

Try to construct your Problem Statement in one sentence.  The intention is that if you read this one sentence you will get an understanding of the problem or issue that the report is focusing on.

Write one or two paragraphs explaining why it is so important to focus on this problem.

Background to the Problem / Issue / Project

Explain how the problem / issue / project transpired or arose.  In other words, explain the process that took place prior to the issue that might have brought about the need for the project or the existence of the problem.

For example, if your report is a PROJECT REPORT explain in brief events that led to the need for the project.  If your report is an EVALUATION REPORT explain in brief the project or the issue that is being evaluated and the importance of the project being evaluated. If you are writing an INVESTIGATION REPORT explain how the issue arose and why the issue needs to be investigated, etc.

Objectives

If your report involves assessing “success”, “effectiveness”, efficiency”, etc. you MUST have objectives or criteria against which to measure performance.  Therefore, PROGRESS / EVALUATION / FUNDING / INVESTIGATION / PROJECT REPORTS, are some of the reports that should have SMART objectives or performance indicators.

SMART objectives should be: Specific; Measurable; Achievable: Realistic; Time-bound.  So, instead of having an objective like, “the objective is to build capacity in the community”; the objective should rather be stated in a SMART way, like, “the objective is to develop brick-making skills of 30 community members before the end of November 1999”.

Objectives will assist you to assess whether your project has been successfully delivered; whether you have made significant progress; whether the money that you have allocated for the project has been used appropriately, etc.

Methodology

This heading refers to the methods used to get the data or reach the objectives. For example, if it is a PROJECT REPORT, what method will you use to ensure that the objectives are met (you could state that a small task team has been assigned to monitor the progress of implementation and how the money will be spent.  In an EVALUATION or PROGRESS REPORT you need to explain the methods that you used to collect the information that you need.  For example, you interviewed the key stakeholders (stakeholder X, Y, and Z) to gather their opinion as to the extent to which they perceived the objectives were met.  You could have referred to the minutes of meetings, audited financial statements; been a participant observer in management meetings, etc.  

Findings / Critical Evaluation / Deliberations

This section would most likely be made up of several sub-headings.

This section would contain most of the information in your report.

If you are writing an evaluation report, this section would be dedicated to the extent to which the objectives were met.  If you are writing a progress report, you would explain the progress that has been made based on the objectives, etc.

You might want to include tables, graphs, pie charts, etc. to illustrate your points graphically.  Only include information that is relevant, otherwise include it as an appendix.

Conclusions 

This is an optional section.  You could draw certain conclusions based on the evaluation of the project, or your investigation, etc.

Conclusions would be based on all your findings, where you could conclude that, “the reason for not being able to meet your objectives is because the process of communication between the Project Leader and the Project Team broke down.  The project team members held a different understanding to the project leader, which was not checked”, etc. 

Recommendations

Make recommendations based on the root causes of the problems.

Recommendations should be practical, realistic and achievable.

Depending on the nature of the report, include time frames and if necessary who should be responsible for implementing the recommendations.

Appendices

Any additional and relevant information that does not belong to the main report should be attached as an annexure or appendix.

Make sure all appendices are numbered and carry a title at the top.

Follow Up

Reports are written with a purpose - which is normally to keep the interest or momentum in the organisation at a high level, or to bring about improvement.  So, it is essential to always follow up with the reader(s) after submitting a report to ensure that the purpose for which the report was written is achieved.

PROJECT LIBRARY

Outcome

Administer the project library/repository to support change to affected items

Assessment criteria

Project library / repository is administered to agreed procedures and standards
Change of approved documents or items is undertaken after gaining authorisation and approval
Changed documents or items are redistributed and communicated to relevant stakeholders using appropriate communication techniques
Relevant individuals are informed of proposed and actual changes.  The project library / repository may also be called a knowledge base
Control Change Request Procedures

A project can generate a lot of paperwork that has to be available to all the stakeholders at short notice.  This means that you will have to establish a project library where all the relevant documents can be filed and retrieved very quickly. 

This library can be maintained through a manual filing system, but a computer-based system will be easier to update and maintain.

From the previous two section, we know that the following documents must be developed and filed so that they can be accessed quickly:

Project charter: that includes the baseline scope as it was originally agreed

All the approved change requests.

The change control procedure, including a change control request form

This must always be 100% up to date.  Changes to the project must be noted and filed immediately.  If not, you are likely to give people involved in the project the incorrect information and this can have disastrous effects on the project and on your career.

The project charter, project breakdown schedule and the work breakdown schedules will have information about standards, monitoring performance and regulating progress on the project.  This is why the project charter and all approved change requests must be up to date at all times.

In order to ensure that your information is always up to date, you will need the following: 

Change request log

Change request log where the progress of change requests can be tracked.  This log must be updated immediately.  Include the following:

Date the change request was received

Short details of the change request

Date when it was forwarded to the appropriate manager

Date when it was returned with recommendations

Date when the change was approved or rejected.

Change request forms

Standardised change request forms, so that all the necessary information is included and to make it easier to complete and read the change request forms.  The following information should be included in the change request form: 

Request Title

Originator's Name

Originator's  Phone/Email/Mailstop

Sponsor's name

Description of the proposed change

Justification for the change, with quantified benefits

Originator's priority – how urgent is the change request

Space to assign a unique Change Request #,

Space for the stage manager or the project manager to update the request date

Space to set the status to "Open"

Space where the manager can indicate who the evaluation of the change request was allocated to:  "Assigned To" and "Response Date" spaces

Once a decision has been made, the change request form must be updated: in the "Action", "Authorized By" and "Authorization Date".

Space where the status can be set to “Closed” 

Distribution list

Distribution list: where you can list all the stakeholders who must be advised of the change.  Make sure that your distribution list includes a date that the list was sent, the name of the person who should receive the notification, space where this person can sign to acknowledge receipt of the change as well as the date the change notification was received.

The exact procedures will differ from organisation to organisation and project to project, but at a minimum the procedures contained in this section have to be implemented.

MAINTAIN PROJECT INFORMATION

Outcome 

Maintain project organisational information

Assessment criteria

Project organisation (structure) information records are maintained in accordance with procedures
Communication plans, distribution lists and/or project member directories are recorded, utilised and maintained according to project needs. 
Project staff and / or consultant information records are maintained in accordance with instructions
May include personal details, skills profile and availability
Administration Procedures

As we have seen, a project is a complex initiative with many activities and involved parties.  In a very large project, the company may insist that the project admin meets total quality management practice standards, such as those specified by the International Standards Organisation (ISO), or the South African Bureau of Standards (SABS).  A large organisation which manages many large projects may have developed it’s own company ‘Special Preferred Practice / System’, which must be followed.

Whether the project is large or small it is essential to keep track of all operations.  As such, it is essential that the project administration is efficiently recorded so that documents can be easily traced, accessed and retrieved when required.

In order to do this, a document management system has to be put into place.  This may be computer based or may be a manual document control system.  In order to standardise documents it is useful to create templates that are easy to follow.

Templates may include the following:

	Memo’s
	E-mail messages
	Document transmittal forms

	Programme schedules
	Equipment data sheets
	Procedures

	Contracts
	Budget authorizations
	Change orders

	Rectification instructions
	Petty cash vouchers
	Faxes

	Minutes of meetings
	Various types of drawings
	Cost reports

	Specifications
	Standing orders
	Requisitions

	Site instructions
	Change notice
	Variations orders

	Petty cash returns
	
	

	Materials control documents – Orders, receiving, issued, inventory levels, stock counts


Project administration

In the previous section we discussed administration procedures that pertain specifically to change requests.  There are other project documents that should also be processed and filed so that they can be reached easily.  These documents are equally important and should always be up to date.  These documents include:

Information about the structure and organisation of the project

Directories of project members that include their names, contact details, positions, etc.

Distribution lists:  not all members of project teams will get the same information, so you have to set up separate distribution lists for different levels of the project as well as different stages (phases) and different areas of the project such as finance, administration, production, etc.

The formal communication network of the project should also be maintained and filed speedily – if a project member has a query, he/she has to know who to contact regarding the query.  They will probably ask you or some other member of the administration staff and, as you have a supporting role, you have to know who to refer him/her to.

You will also need a project skills register that includes all the project team members and their various skills.

You need to keep record of leave and sick leave of project staff

A record of the training that project staff members have undergone

Managing your out tray

The purpose of the out tray is to temporarily store documents which you have completed and that are ready for signature or distribution.

Your out tray should never be loaded with documents and must be cleared every hour, depending on the urgency of the requests.

It is important that you or your assistant deliver the completed document to the right person in due time.

A project needs to run on time and failing to send documentation not only is ineffective, but may cause other members of the team to meet deadlines.

In Conclusion

Efficient administration is essential to the successful running of a project.  Project documentation have legal implications.  Time and money may be wasted if documents cannot be retrieved.

It is also essential that at the hand over of the project, that all documents are stored as the need to refer to them in future years may be necessary.

[image: image2][image: image3][image: image4][image: image5][image: image6][image: image7][image: image8][image: image9][image: image10][image: image11][image: image12][image: image13][image: image14][image: image15][image: image16][image: image17][image: image18]
Page 2

