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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 
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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 STANDARD 120387

Unit Standard Title 

Monitor, evaluate and communicate simple project schedules 
NQF Level

4

Credits
4

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

The person credited with this unit standard is able to describe a range of project schedule control processes, monitor project work, record and communicate project schedule changes

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

ID 120384- Develop a simple schedule to facilitate effective project execution

ID 120372- Explain fundamentals of project management

Unit standard range

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

Project context 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

Scheduling tools may include but are not limited to calendars, Gantt Charts, display of actual vs. planned

Stakeholders may include but are not limited to client, suppliers, project team members, labourers, project managers, project sponsors, directors, funders, unions, beneficiaries, users and all other parties affected directly or indirectly by the project

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: Describe and explain a range of project schedule control processes and techniques

Assessment criteria 

The necessity and value of a schedule in controlling project work is explained with example

The process of controlling the execution of the project schedule is explained with examples

The importance of controlling changes to the duration of activities is described and explained with examples

The usage of a baseline in controlling work on a project is explained with examples

Specific outcome 2: Monitor actual project work versus planned work (baseline). 
Assessment criteria

Information pertaining to progress against a planned schedule is collected and records updated correctly

Actual progress versus planned progress is compared with one another and recorded and reported in agreed format

Variances are identified, documented and communicated in agreed format

Potential corrective actions are identified and suggested to higher authority in accordance with procedures

Specific outcome 3: Record and communicate schedule changes

Assessment criteria

Approved changes to schedules are documented and associated schedules are updated according to procedures

Approved changes are communicated to relevant parties (stakeholders) in the agreed format and time frame

Essential embedded knowledge

Scheduling and schedule control tools and techniques

Data collection techniques

Methods and techniques for communicating scheduled tasks with relevant parties

Critical cross field outcomes

Identify and solve problems related to the monitoring processes in the control of the project schedule to ensure compliance with the plan

Work effectively with others when monitoring, controlling and responding to situations on the project schedule

Collect, analyse, integrate, organise and critically evaluate information pertaining to the successful execution of the project schedule

Communicate effectively with all relevant stakeholders so as to maintain buy-in to the project schedule changes

Use science and technology to support monitoring, evaluating and reporting on schedules

Demonstrate an understanding of the world as a set of related systems understanding time, cost and deliverables are inter-dependant, and the impact of stakeholders on the project outcome

SCHEDULE CONTROL

Outcome

Describe and explain a range of project schedule control processes and techniques

Assessment criteria

The necessity and value of a schedule in controlling project work is explained with example

The process of controlling the execution of the project schedule is explained with examples

The importance of controlling changes to the duration of activities is described and explained with examples

The usage of a baseline in controlling work on a project is explained with examples

Manage project execution

Managing project execution involves a set of actions by the project manager and the project team over the project life cycle. The following list represents an outline of these activities (PMBOK, 2004:91):

Perform activities to achieve project objectives;

Expend effort and project funds to accomplish the project objectives;

Staff, train and manage the project team members assigned to the project;

Obtain quotations, bids and proposals, and select service providers and vendors  as required;

Obtain, manage and use resources including material, tools, facilities and equipment;

Implement the planned methods and standards;

Create, control, verify and validate project deliverables;

Manage risk and implement risk response activities;

Manage vendors, sellers and service providers;

Adapt approved changes into the project’s scope, plans and environment;

Establish and manage project communications channels, internally and externally;

Collect project data and report project cost, schedule, technical and quality progress;

Collect and document lessons learnt and implement process improvement activities. 

Although the conduct of these actions contributes towards achieving the project goals, the conduct of the following corrective actions is a requirement where applicable:

Implement approved corrective that will bring the project back into line with the project plan;

Implement preventative actions to reduce the probability of potential negative consequences;

Carry out defect repair activities to correct defects found by the quality management process.

Controlling project work with schedules

It does not help to have the best plan in the world if you do not monitor and control your project.  This is an on-going activity, which requires a great deal of attention.

As indicated before, we do not work in a perfect world but in one which is dynamic.  As such, things will go wrong, people will let you down, goods will not arrive on time, key workers will become ill.  A good project manager must have the flexibility and resilience to cope with these problems

Project management must also keep in mind the fact that each task does not necessarily operate or progress at the same time, as planned in the project schedule. Therefore possible adjustments in time have to be considered when preparing a project for implementation.

When managing a project during the implementation phase the project manager has a number of duties to perform to ensure that a project is rolled out successfully, namely:

S/he must be in control of the work or activities in progress

take corrective action when problems occur

S/he must ensure that everyone involved is kept informed of all the relevant events taking place

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

Applying standards,

Monitoring performance, and

Regulating progress.

Another consideration during project implementation is to ensure that the project team knows about the details of the schedule and what is required from each person in this regard. Specifically, the project team should be reminded of their responsibilities and possible changes to their routine during the implementation phase.

Process of control

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

Project control is an on-going activity.

It should be agreed with your team what control measures will be put in place and how often they will be reviewed.

However, even with good control measures, problems will occur.  These are discovered through our monitoring activities. 

When we discover that a discrepancy has occurred between what has been planned and what is being delivered, then we are able to take remedial action and take firmer control of activities

The remedial activity should be:-

appropriate
quick

cost effective

reflect the size and nature of the gap

There is a direct interrelationship between planning and controlling:-

1. It would be difficult to control without a plan

2. Controlling/monitoring will inform you whether a plan is being successfully implemented or not.
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What should be controlled?

The following must be controlled or monitored against the objective of the project-:

Use of resources

Physical

Human

Financial

Information 

Performance of activities

Are they performed according to stipulated

Time frames

Standards

Procedures

Key Steps in Controlling

1.  There must be a standard

A lot of people don’t like a standard because they don’t like being judged. But, without a standard we won’t know whether there is improvement.

2.  Measure against the standard

Measuring (and keeping records) allows us to compare the standard.

3.  Evaluate (“weigh”) the results

This is when we compare against the standard and decide whether the work is satisfactory.

4.  Correct things if needed

Knowing that something is wrong is not enough; changes to improve must be made.

5.  Follow-up and check on progress

Without this step, we could have wasted our time with the other four steps.

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

Preparation Control Chart

Events Control Chart, and

Budget Control Chart.

Preparation Control Chart

The Control Preparation Chart prepares project management for possible mishaps or unplanned changes to a project. The Control Preparation Chart lists the possibilities of what could go wrong in a project and provides alternative methods or ways to resolve these issues if, and as they occur. This chart improves the opportunity for timely and well-executed responses to new circumstances and conditions affecting a project's agenda.

	Critical Success Factors
	Risks / Possible Problem Areas
	Solutions and Action Plans

	Supply of labour
	Lack of unskilled labour

Labour unrest
	Pre-employment skills testing 

Skills Training

IR training for managers and supervisors

	Safety
	Injuries

Accidents
	Safety training

Safety officer/s employed

	Supply of materials
	Raw materials not available

Cash Flow
	Purchasing dept. to source at least 3 supplies for each item required

Orders to be placed in advance

Cash flow budget to be compiled

All debtors to be collected timeously


Events Control Chart

The Events Control Chart lays out a broad picture of completed tasks or activities as they take place and monitors the progress of a project by comparing actual completion dates with planned completion dates. This chart provides an informative summary of a project's progress and indicates whether planned completion dates for specified tasks are on target or whether any such tasks require extra time.

	Milestone No.
	Scheduled date
	Anticipated date
	Achieved date
	Notes

	1
	1.2.2001
	-
	1.3.2001
	Delays on signing the lease for the premises

	2
	7.2.2001
	26.2.2001
	15.3.2001
	Signing off a layout plan for new offices delayed because of inability to get the decision makers together

	3
	1.4.2001
	1.5.2001
	1.6.2001
	Move into new offices


Budget Control Chart

The Budget Control Chart compares the progress of actual. project costs with estimated project costs. This chart is used to keep relevant costs in line with what can be afforded and warns project management of possible price or cost escalation's which may require a readjustment in the overall budget or a change in task priorities.

	Milestone No.
	Budgeted Cost
	Anticipated Cost
	Actual Cost
	Notes

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 

	 
	 
	 
	 
	 


Both the Events Control Chart and the Budget Control Chart can be included in the Preparation Control Chart if more money or time is needed during the course of a project. These charts must be updated regularly so that a realistic picture of a project's progress is maintained.

MONITOR PROJECT WORK

Outcome

Monitor actual project work versus planned work (baseline). 

Assessment criteria

Information pertaining to progress against a planned schedule is collected and records updated correctly

Actual progress versus planned progress is compared with one another and recorded and reported in agreed format

Variances are identified, documented and communicated in agreed format

Potential corrective actions are identified and suggested to higher authority in accordance with procedures

Project Planning and Control Tools

Project monitoring is an integral process of the project management cycle and as such it utilises various project planning and control tools mentioned earlier: 

Bar-charts

Project documents and reports: work plans, project specifications, networks, schedules, progress reports, budgets and cash-flow statements, quality plan, etc.

Project Monitoring

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

Measurement of physical and financial resources

Time management

Information management

Quality control

Human Resources performance 

Achievement of project objectives

Key Project Monitoring Questions and Time Frames

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

	Monitoring questions and timeframes

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

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

	Quarterly
	Are the desired results being achieved?

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

	Half yearly
	What changes have occurred in the project environment? 


Monitoring performance

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

As with the other stages of the Project Implementation phase, monitoring should be as simple as possible in order to avoid unrealistic or inadequate measures which may slow or halt the project altogether. Proper monitoring prepares project management for corrective action to respond to unplanned events timeously and, by setting efficient performance standards, effectively.

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

Observation

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

Regular review

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

Scheduled evaluations

Scheduled evaluations confirm whether the standards or planning quality determined beforehand "M the Project Breakdown Structure are being applied after each task is completed (refer to Lesson 3). This method compares the actual quality of project output or performance as against the planned output or performance. Scheduled evaluations therefore involve interviews with other project team members or beneficiaries of the project.

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

Keeping up-to-date with a project’s progress ultimately depends on how useful or precise the relevant information gathered from such monitoring, is. In part, good or useful information depends on performance evaluation.

Evaluating performance

Evaluation complements monitoring by reassessing the Project Breakdown structure as a project progresses. Where necessary, a project's objectives can be modified if an evaluation indicates that the existing objectives are inadequate or inappropriate. This does not mean that a project will have to be stopped but rather that alternatives will have to be considered so that the original or intended goal is ultimately achieved. For example, if during the early process of building a house applied monitoring procedures ‑followed by an evaluation ‑ indicate that the original design material is unavailable then alternative design materials will need to be considered and chosen.

Unfortunately, monitoring and evaluation are often seen as administrative tasks that simply become an information gathering exercise. If this data is not understood, becomes too complicated or is irrelevant then an evaluation can be a waste of time. Poor evaluations can lead to ill preparation which can further result "M a project's failure. To avoid this possibility project management should be prepared ('as discussed in the first part of this Lesson) and consider measures for regulating a project's progress.

Regulating performance

At the outset it is useful to remember that no project is always perfectly on time, within the exact budget or complies precisely with set standards. However, a well planned and implemented project depends on a number of regulatory conditions or measures in case of unexpected conditions. As discussed earlier in this Lesson, these measures should ensure that the project has the best possible opportunity to succeed. Subsequently, when regulating a project a number of conditions should be kept in mind, namely:

That the applied monitoring and evaluatory techniques or approaches be as simple as possible and have the commitment of those involved in the project,,

That important or relevant types of data required are clearly identified beforehand and closely correlated with the task objectives defined in the Project Identification stage, and

That the collection and evaluation of such information is not excessive in terms of financial costs and time.

In the course of regulating a project's progress however, issues specific to the planning elements of the Project Implementation phase may need to be considered, namely quality, time or cost issues

Examples of how to regulate each of these conditions follows.

Regulating a quality issue:

In the event that quality or standards drop during the Project Implementation phase, for example by shortages in a particular type of material, project management will have to consider whether to:

Continue with the project,

Adopt the available alternative materials, and if so,

Consider how this change could affect the project's final outcome.

Regulating a time issue:

If a project falls behind schedule project management will have to consider whether to:

Provide additional incentives, such as higher wages for shorter task times completed, or

Increase the overall budget so that more labour or skills can be hired for the remainder of the project.

Regulate a cost issue:

In the case where actual expenses become greater than planned expenses project management will have to consider whether to:

Refine the objectives set out (for example building fewer houses than originally planned),

Include other sources of income (such as increasing the price of houses built for sale afterwards), or

Obtain more funding (loans and investments).

A Control Preparation Chart should identify when and how something may go wrong or not according to the project schedule (Gantt or PERT Chart).

The Events Control Chart gives a broad picture of how a project is progressing. The project is scheduled for 100 days with 40 days spare. Note that "m some steps the schedule is slightly behind (see Walls built) or slightly ahead (see Funding obtained). These changes do not necessarily indicate serious project schedule problems but the project manager should be aware of schedules falling behind which may require an adjustment to other planned steps.

RECORD AND COMMUNICATE

Outcome 

Record and communicate schedule changes

Assessment criteria

Approved changes to schedules are documented and associated schedules are updated according to procedures

Approved changes are communicated to relevant parties (stakeholders) in the agreed format and time frame

Project meetings and progress reports

Reporting on Progress

Progress review meetings

These should be used to review progress against the plan.  The questions above should be used as a guideline for the meetings.  Reflection, review, and problem-solving should be the norm, not blaming and destructive conflict.

Project progress reports

These are an important source of information.  They should refer to the indicators milestones and targets developed earlier.  The following framework is useful and encourages interrogation:

Data about intended achievements, which is compared to

Data on actual achievements, to identify

Significant deviations from the plan, as a basis for

Identification of problems and opportunities, to identify

Corrective action and alternatives
Meeting Types

Four types of meetings can be identified:

Progress Meetings –Should take place on a weekly basis.  The focus is on actual progress against planned progress as per the project plan.

Vendor Meetings – Should take place regularly - at least once a month.  In addition to the normal meeting agenda, contractual issues should be addressed and discussed if required.

Project Board or Project Steering Committee– At least once every two months, with the purpose of updating the Project Board or Project Steering Committee on project progress and resolving issues that need Project Board or Project Steering Committee approval.

Ad Hoc Meetings –To be scheduled as required for discussion of a specific topic that can not wait for the next formal meeting, or that warrants a separate meeting.

Formal vs. Informal

The degree of formality observed during meetings will depend largely on the character / culture of the project team.  Most likely, the weekly progress meeting will be the least formal, with increasing formality up to the Project Board meeting.  The minimum requirements regarding meeting documentation - meeting attendance register, action list, minutes and decisions taken – should be recorded for all meetings.

Progress Reporting and Control

The purpose of reporting and control is to:

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

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

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

Weekly

The purpose of weekly project reports should be to focus on exceptions only. Tasks that are progressing according to plan should not be analysed.  The report should include:

An actual versus planned update of the project Gantt chart

Reasons for deviations / exceptions

Milestones and Deliverables Completed

Areas of concern

Focus for the next week

General comments

Monthly

The possible contents of a project monthly report are as follows:

Achievements to date

Activities complete vs. activities scheduled

Actual resource usage vs. scheduled resource usage

Quality Report

Deliverables completed

Deliverables rejected

Change Report

Major changes requested

Actions on changes

Amount of effort expended to date on working changes

Issues

Major Issues resolved

Major issues outstanding

Risks

Progress on risk strategies and actions

New risks identified

Risk closed

Request for Project Board action

Recommendations to the Project Board

Any requests to the Project Board including action on recommendations

Activities Planned for next Month

Highlights of major milestones ahead for the project
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