Certificate in International Project Management

Introduction to Project
U N IT' 1 Management

Learning Outcomes

By the end of this unit the learner will be able to:

v Explain what is project management
v' Identify the skills needed for a project manager in order to manage projects
effectively.
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Unit 1

Introduction to Project Management

What is a Project?

A project is an effort that involves a series of activities and resources, aimed to achieve a certain output,
considering constraints like time, quality and cost and which often introduces a change.

Source: Lake (1997)

Projects have a limited duration, while operations are being carried out. Projects have well defined start
and end dates. When the goals and objectives of a project are accomplished, it is said to have been
completed. Sometimes when it becomes evident that the goals and objectives cannot be accomplished
the project is cancelled and it ends. Operations involve continuous work without an ending date and often
the same process is repeated.

A project is considered a success if it meets the expectations of the stakeholders. Stakeholders are people
who have something to gain or lose from the project. A stakeholder is a person who sponsors a project
and is usually an executive in the organization, who has the power to assign resources and make decisions
related to the project. The customer is also stakeholder like contractors and suppliers. The manager of the
project, as well as managers from other departments in the organization is also a stakeholder.
Identification of all the stakeholders in the project by the project manager at the very start of the project
is very important.
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The stakeholders usually have interests that conflict with those of other stakeholders. The project manager
must understand these conflicts, and try to fix them. Be certain to identify and meet with all key
stakeholders early in the project to understand all their needs and constraints. When in doubt, stakeholder
conflicts should always be resolved in favour of the customer.

What Is Project Management?

A project uses the same skills that are used in everyday life, routine work — planning, working with others,
managing different resources, reporting and so on.

It is not desirable to define a project depending on its size because this can vary largely. Some projects
take a month or two to complete while others may be completed in years.

Project management is officially defined by the Project Management Institute as: “the application of
knowledge, skills, tools and techniques to project activities to meet project requirements.”

Projects can involve various types of activity. Investigating a particular problem, researching a new product
or service or implementing the results of a previously completed project are some examples of the activity
and aim of a project. These activities can be carried out completely by an organisation’s own staff, or
external consultants can be called for assistance. Even more than one company can be working together
in a group. On the other hand, conventional routine work is one of the known and recurring tasks. And it
does not have a clearly defined end point or deliverables. It is best to be carried out in an environment
which is stable — mostly within a single function. Calling work ‘a project’ means that it has a unique
outcome, which can be calculated in terms of time, cost and quality. For example, calling the building and
launching London’s Millennium Dome a project will be true, and so will be sending a man to the moon. So
projects can be different in their relative sizes, but they have a common feature that they are all a series
of activities, that are plotted and co-ordinated in a way that clients or sponsors can eventually decide that
whether or not value for their investment has been received.

A project is different from routine work because it is a one-time effort aimed to change things in a specific
way. So it can be said that creating a new web site would be a project; whereas its maintenance and small
updates would not.

Managing a project can include;

a) Pointing out the requirements,
b) Fulfilling various needs, concerns and expectations of the stakeholders while project is being
planned and carried out;
c) Balancing the completing project constraints include(but not limited to);
. Budget
Il.  Scope
I1l.  Quality
IV.  Schedule
V.  Resources and,
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VI. Risk

Time and budget are known terms—for example, a project should take six weeks and have a budget of
£20,000. Scope refers to an agreed list of deliverables or features. The scale of the required solution is
identified here. For example, creating a new web site for the company may be possible to do in six weeks,
but if accounting software is to be rewritten then this isn’t. Quality is exactly what it says on the tin, but a
project’s quality includes not only the quality of the finished product, but also the approach. Some
industries require particular quality management approaches to be used—for instance, particular
international standards have to be met by factories producing automotive parts.

A particular project influences the limitations on which project manager needs to focus. These factors have
such a relation to each other that if any one factor changes, at least one other factor is likely to be affected.
For example, shortening the schedule often results in increased budget, so that add additional resources
can be added to complete the same amount of work in less time. If budget cannot be increased, the scope
or quality may be reduced.

An even greater challenge is that project stakeholders may have different ideas as to which factors are the
most important. Challenging the requirements of the project may create additional risks. The project team
must have the capability to understand the situation and balance the demands so that a successful project
can be delivered.

SCOPE

Fig 1.2

These four features (time, budget, scope, and quality) are known collectively as the balance quadrant. The
balance quadrant shows the interrelationship between the four aspects and tells how a changing one
feature will disturb the quadrant. For instance, if the project’s scope is increased, it will have an impact on
the time, cost, and quality of the project. In reality, making any project decision will have an effect on
these four aspects.

Project management is therefore a set of skills and tools which assist in getting the project right in every
way.
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There are usually far more project requests in an organization, than there are available resources to work
on. Resources are a constraint here. The same problem occurs on individual projects as well. Every project
should work under the constraint combination of time, money, and quality. One or two of the three
constraints, sometimes all three, are limited. Sometimes there are projects where unlimited resources are
available but time is the limitation. The changes needed for computer-programming required for the year
2000 are an example of a time-constrained project because moving the date wasn’t possible.

The opposite scenario can be seen with other projects. The budget is fixed, even if you have all the time
needed to complete the project. And then there are projects that have two or three of the constraints.
Government agencies usually start the projects which are double constrained and sometimes triple
constrained. For example, a new tax law states the impacts on computer programming, and requires new
programmes to calculate and track the tax changes. A due date is usually given when the tax law takes
effect, and the organization responsible has to implement the changes without additional budget or staff,
i.e. they are told to use existing resources to accomplish the project goals. The specific requirements of
the project are such that quality cannot be changed to meet the time deadline.

One of the biggest jobs of a project manager is to balance the triple constraints and at the same time
meeting or exceeding the stakeholders’ expectations. Most projects will require balancing only one or two
of the triple constraints. For instance, if the project goal is a high-quality product, it is said, “l can give it to
you fast or | can give to you cheap, but | can’t give it to you fast and cheap.”

Project management is performed by people who describe, organize, and monitor the work of project
activities using a set of tools and techniques. Project managers are those whose responsibility is to manage
the processes involved in a project and who carry out the project activities using necessary the tools and
techniques. Using these techniques leads to many advantages in organizing projects.

Programme is a group of projects, managed by employing similar techniques in an organized way.
Programmes may include aspects of on-going operations as well. An example would be of a very large
programme with many subprojects under it like building a new shopping mall. Many subprojects exist
under this programme. These might for example be excavation, construction, interior design, store
placement, marketing, facilities management, etc. Each of the subprojects is basically itself a project. Each
subproject has its own project manager, who is reporting to a project manager holding responsibility over
several of the areas, who also has to report to the head project manager over the entire programme. Once
this structure is built, the facility management is considered the on-going operations part of this
programme.

Many skills and techniques are involved in project management. According to the PMBOK, “Project
management is the application of knowledge, skills, tools, and techniques to project activities to meet
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project requirements.” Ensuring project management techniques are used effectively is the responsibility
of the project manager.

The performing organization assigns a person to achieve the project activities. This person is known as the
project manager. A project manager’s role is different from that of a functional manager or operation
manager. Functional managers are usually focused on providing management oversight for an
administrative area, whereas operations managers are assigned taking care of a facet of the core business.
A project manager may report to a functional manager, but this depends on the organizational structure.
A project manager can also be one of the many project managers who report to a portfolio or programme
manager.

Some organisations are involved with projects like construction, advertising, consultancy or
entertainment. While in some organisations the work is centred on on-going operations like
manufacturing, distribution and travel. However,to respond to changing circumstances and to create
change, projects are increasingly used in all organisations.

Whatever industry you work in, you are likely to being part of managing projects at some time. For
example, you may have to organize a new layout for the office, to investigate and write a report on how
to introduce new updated machinery or to improve the provision of customer services. Your approach will
depend on the structure of the organisation, and how projects within it are agreed and resourced.

You need to be certain about what you have been charged to deliver, the cost, the performance standards,
to whose satisfaction and the time, if you want to be successful as a project manager. The nature of control
you have over resources and people, and how certain you can be that the project that you have accepted
is feasible are additional factors to your success.

The following characteristics must be possessed by the manager for effective project management:

Knowledge:

What the project manager knows about project management.

Performance.

What the project manager is capable of doing or accomplishing while applying their project
management knowledge.

Personal.

What is behaviour of the project manager when performing the project related activity. This
encompasses the attitudes, core personality characteristics and leadership qualities of the project
manager. Leadership is the ability to guide the project team while achieving project objectives and
balancing the project constraints.
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Fig 1.3

Project management has created tools and techniques for defining, setting up and controlling the work
that has to be done. These tools make the job easier, but a project can’t be managed by numbers. Project
managers must be very good at managing people and handling uncertainty and risk.

Each of the skills is discussed in a bit more detail.

Communication Skills

A first-rate project manager possesses the single most important characteristics of excellent
communication skills. Written and oral communications are the backbone of all successful projects. During
the lifetime of a project, there will be many forms of communication. Ensuring that the information is
explicit, clear, and complete so that your audience will have no trouble understanding what has been
communicated is the job of the creator or manager of the project communication (project documents,
meeting updates, status reports, etc.). It is the responsibility of the person receiving the information to
make sure they understand it, once the information has been distributed.

Organizational Skills

Organizational and planning skills are probably the second most important skills of a project manager.
Organization can be of many forms. There will be project documentation, requirements information,
memos, project reports, vendor quotes, contracts, personnel records, and much more to track for the
manager and he must be able to locate them in a short notice. He will also have to put together teams,
organize meetings, and perhaps manage and organize media release schedules depending on your project.
Time management skill is closely associated with organizational skills, and the project manager should
possess it.

Planning skills go alongside organizational skills. If you are able to combining these two with excellent
communication skills, it is almost a sure guarantee of your success in the project management field.
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Budgeting Skills

Project managers have to establish and manage budgets. So they need knowledge regarding finance and
accounting principles. Performing cost estimates for project budgeting is the most important skill in this
area. Project costs can be calculated using different methods available. These methods range from
estimating the project’s cost in one big chunk, to estimating individual activities and rolling the estimates
up.

You can start spending after a budget is determined. This is not as exciting as it sounds. Budgeting skills
like reading and understanding vendor quotes, preparing or overseeing purchase orders, and reconciling
invoices will be used by the project manager on most projects. These costs will be linked back to expense
items in the project’s budget and project activities.

Problem Solving

All projects like everyday life have some problems.

Problem solving is a twofold process. Defining the problem comes first. When defining problems, we often
end up just describing the symptoms instead of describing what the actual problem is. To avoid this
problem, ask yourself, “Is it an internal or external problem?” or “Are there interpersonal problems
between team members? Is it managerial?” or “Is it a technical problem?” Questions like these will help
you to get to the heart of the problem.

After the problem has been defined, some decisions have to be made. Examining and analysing the
problem will take a little time. The situation causing it, and the solution alternatives available all will take
time to be figured out. After this analysis has been made, the best course of action to take and implement
the decision will be determined by the project manager.

Negotiation and Influencing

Effective problem solving requires negotiation and influencing skills. Negotiation skills are used by us all in
one form or another every day. For example, | am asked every day, “Honey, what do you want for dinner?”
Then the negotiations begin, and the swordfish versus fried chicken discussion commences. Negotiating is
basically working with others to come to agreement. Negotiation on projects will be essential in almost
every area from scope definition, to contracts, budgets, resource assignments, etc.

Influencing can be thought of as ability to convince the other party that swordfish is a better choice than
fried chicken even if that is what they want. Simply put, it’s the ability to get people to do things they
wouldn’t do otherwise. It’s also the ability to change of the course of events and minds, and to influence
outcomes.

All areas of project management will utilize these skills.
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Leading

Management and leadership are not synonymous terms. Leaders impart vision, inspire and motivate
others, establish direction and gain consensus for strategic goals. On the other hand, managers focus on
results and they are concerned with getting the job done according to the requirements. Project managers
must exhibit the characteristics of both during different times on the project, even though leaders and
managers are not the same. Understanding when to switch from leadership to management and then back
again is a finely tuned and necessary talent.

Team Building and Human Resources

Team building and human resource management skills will be heavily relied on by project managers.
People from different parts of the organization often form the teams. These people may or may not have
worked together before—so there may be some component of team-building groundwork that will involve
the project manager. The tone for the project team will be set by the project manager. He will help them
work through the various team-forming stages to become fully functional. The project manager may take
on a variety of roles during this initial team-building process.

The Project Life Cycle

From initial idea to completion and sign off, the projects will be passing through some well-defined stages.
There are basically five stages, as shown in the following figure.

First you start the project (Initiating), then you go on to actually do the project, i.e. the Planning, Execut-
ing, and controlling phases. Finally you finish with everyone happy, a strategy for the future in place, and
a check in your hand (Closing).

iInihating : Plonning

Fig:1.4
In reality, each stage is rarely as neatly compartmentalised as the model shown in Figure 1.4. Although
each stage has a clear purpose, stages may overlap. Monitoring and review, for instance, is inseparable
from putting the plan into practice and the activities within each stage may continue to the next stage.
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The project manager should be aware of this. He must accept it as a part of real life, and be confident
enough to manage this fluidity without losing control of the project.

Although all the stages are important, it is wise to particular importance to initiation and definition and
the planning and project organisation phases. If these are skimmed over in a rush to get started on what
may be perceived as the real work, implementation will be difficult and time-consuming to achieve, and
the project will probably fail. The project manager is in the spotlight, but projects involve many different
people who have some interest in its progress and outcome.

The project sponsor, who may have initiated the project, project team members, the customer or client
for whom the work is being done, suppliers of products or services for the project, both internal and
external, and possibly external consultants, all are stakeholders who have interest in the project. Each
stage will now look briefly at in turn.

Different sources and different reasons can result in projects arising.
For example:

a customer complaint about poor delivery times

a request from a potential customer to provide a service or product

your boss’s view that there must be a better way of doing something

an internal proposal for a new product or service

a policy decision in the organisation to introduce a new quality standard

your own belief that a particular process isn’t working as efficiently as it should.

Large capital projects are typically preceded by an extensive feasibility study. For example, civil
engineering projects. This study concludes that the project is viable, confirms that the organisation can
support the capital outlay, estimates the budget required and sets out a broad specification for the project.
Examples of this kind of feasibility study include:

A study which defines the financial and technical requirements of an improved system which
monitors environment in a major city

A study which defines the best methods of converting paper media, in a documentation centre,
into electronic versions which are suitable for the organisation’s project work

A study which identifies businesses that need the particular attributes of a specific city or region,
for example climate or raw materials, transport links, so that targeted marketing can be used by
the city or region to encourage relocation.

Feasibility or scoping study can also benefit smaller but complex projects, those for which the value isn’t
immediately obvious or for which an initial quantification is required. This can provide a clear view of what
needs to be done by the project itself, and establish a project framework and definition.
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Some formal recommendations for action or change will be part of this study. On a smaller scale; projects
may simply start as a gut feeling or hunch, which is then articulated into a project proposal.

We can think of it as the contract between the sponsor and the project team. This defines the scope of the
work to be carried out. Initiation can be by either side, but activities covered, and any subsequent changes,
have to be agreed by both parties.

The Terms of Reference will cover at least the following:

e objectives, scope and budget for the project

e the kind of deliverables expected from it

e the project sponsor

e the customer

¢ the different phases of the project and

e any milestones or key interim points that the project is looking to achieve.

At this stage, you may be working on your own as the project manager. You may also be working with a
small number of people. These will develop into the core project team.

Project planning and organization

This is a crucial and very extensive stage involving all those who have a legitimate interest in the project,
that s, all the project’s stakeholders. The project really begins to move from here; from an idea to a reality,
as project outlines are translated into specific actions. Clarification, quantification and documentation will
be the focus in this phase. All these will build up into a formal project plan:

e Who will be responsible for carrying them out?

e What resources will be required?

¢ In what order will tasks be performed, and to what timetable?

o What tasks will be carried out in order to meet the project objectives and how will they be grouped
together?

Project planning and organization can determine its success or failure. Obtaining agreement is a key task
for the project manager during this phase. Essentially, all project stakeholders should believe in it and must
be committed to its success.

Implementing the plan

This is the phase when you have to go away and do it. The project becomes reality here. Success or failure
of the project will depends largely on how well the project team works together, and how effectively the
project manager can lead and motivate them. The project’s customers take a close interest, and it must
be ensured that they are kept up to date with progress and consulted as appropriate.
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If project objectives are to be achieved against time and budget, careful monitoring against the key dates
and milestones you have identified in the project plan will be needed. Few projects run without any
hitches. So you and your team will need to review the plan on a regular basis and deal with potential and
actual problems by making any necessary changes to the plan if needed.

This means the end of the project. All deliverables can be formally signed off and the team disbanded. At
this point, the project itself can be evaluated in terms of its success and likely impact.

The project life cycle tells us that the areas that take the most time are not necessarily the most important.

Fig: 1.5
Most people spend most of the project time working in the Executing and Controlling phases—actually
doing the tasks, building the product, and making sure everything is on track. It is true that this work is
hugely valuable—without which, there wouldn’t be much point starting the project at all. But these phases
aren’t typically where the success or failure of a project is dictated. That lies with the other three phases—
Initiating, Planning, and Closing. This makes them the most important phases of all.
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Fig: 1.6

We now ask why Initiating, Planning, and Closing are so important. Think about this by imagining the
repercussions if these phases were completed badly or even ignored completely.
If Initiating isn’t done right, a situation often arises where the project team members have very different
ideas about the project’s purpose. Eventually they disagree to the point at which the project is really
finished. Thinking success is a good design and a series of static pages, but the customers’ number one
requirement being “first result on Google,” you would be delivering a great product that they will be
viewing as a failure.
The Initiating phase provides an opportunity to ensure that everyone in the team is on the same page from
the start. Conflicts and misconceptions are addressed, rather than left to fester. Good initiation will
ensures that all the project stakeholders (all those who are involved, interested in, or affected by the
project) are identified up-front. This avoids the likelihood that they’ll appear and interfere up at
inopportune moments during the project.
Failing in the Planning phase can be equally disastrous for your project. Without planning, you wouldn’t
know what you should be doing next. Similarly, planning once at the beginning of the project, and
expecting just to be able to follow that plan, is both wonderfully naive and seriously dangerous. It’s
incredibly difficult to plan what should be done on a specific day three months from now.
The best planning approach is one that allows for planning the project’s immediate future in detail, and
planning tasks that lie further out at a higher level. This is called the rolling wave approach to planning.
The deliverables for the next three to four weeks are broken down into sections. This makes it possible to
keep track of the project’s progress on a day-to-day basis. Things to do further off than a month are left
unplanned, as a high-level deliverable, so that what lies ahead can be known without the minute details
being overly focus on.
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Just as problematic as poor initiating or planning, is when you don’t pay proper attention to the closure of
your project. If you think your project is finished when you finish building the product, then you’re in for a
nasty surprise:

Making sure that the product you’ve built has a future is part of finishing a project with excellence.

If you are interested in picking up support contracts for all the projects you implement, you need to
execute the Closing phase properly. Ad hoc arrangements will always come back to bite you later. If you
intend to hand over the future maintenance and support of the product to someone else—perhaps a
person who's internal to your customer’s organization—then, again, this needs care. Eventually there will
be dissatisfaction on one side or the other if you just throw the work over the fence to them and wander
off to your next project.

The Process Flow
The five processes (initiating, planning, executing, monitoring& controlling, closing) are iterative and
should not be thought of as one-time processes. Throughout the project life cycle, these processes will be

revisited several times as the project is refined.
Project Management Process Groups

Inputs Outputs
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Project management process groups

Importance of Project Management Skills

Projects are an increasing feature of modern work. In earlier times, workers performed the same set of
tasks, day after day. They focused on getting more of the same done as quickly and efficiently as possible.
Presently, the work you do today will be different from what you do tomorrow. For many, our jobs consist
of an on-going stream of new projects, new technologies, and new challenges.

This is particularly true in our modern world, where technology is an intrinsic part of almost any business.
It’s hard to imagine a company that could survive without telephones, email, computers, and handhelds
these days. Imagining technology stays the same for more than a few years is even harder.
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There are changing expectations among our clients and business partners today. Now there are
expectations that you will deliver not just an isolated product, but a solution to a business problem.
Delivering that full solution requires a broader skill set than was traditionally expected.

Why Project Management is important?

So, how will project management help you? What will it give you that you don’t already have?
Developing your project management skills will empower you to deliver the real solution that your
customers and clients want, and that is the first and most important step you need to take. This will enable
you to manage everything, from start to finish—including their involvement—in a much more effective
manner.

Secondly, if you invest some time in project management, it will make everything else run more smoothly.
In fact, you will hopefully find that instead of detracting from the real work, your new-found project
management skills will allow you more time to focus on the work that you really enjoy, by making
managing the process aspects of your job much less stressful. Project management might even become
the work that you love best — you never know!

Thirdly, project management is one of those valuable transferable skills that careers advisors are always
so keen on. Wherever your career takes you, you’ll not find a lot of places in which project management
wouldn’t be a bonus.

What Project Management Isn’t

1. Project management is not to be taken as personal productivity. This is an easy mistake to make.
However, most people’s early project management experience is on smaller projects on which
they’re doing most of the work themselves. Starting to treat the project schedule as your diary, the
task list as your to-do list is easy. But as soon as anyone else is added to the project this approach
starts to cause problems. For example, if there’s a client who wants to understand the time line or
a colleague helping out with some of the work.
Making your project management tools double as personal productivity tools, would be including
far too much detail. Keeping a clean line between what you need for yourself personally, and what
the project needs is a much more sensible thing to do. So when you have slightly larger projects
with more people involved, your tools will scale.

2. Project management is not people management. People are infinitely more complex than your
average project.

3. Project management is not operations or service management. On-going day-to-day operations
offers challenges and practices that are very different from those involved in project management.
An issue on your project has to be dealt with in a very different way fro man incident in a live
system.
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The Underlying Principles of Project Management

Principle 1: Vision & Mission

The end should be in mind for every project to be successfully executed, or before any initiative begins.
This is effectively accomplished by articulating the Vision and Mission of the project so it is crystal-clear to
everyone. Create a vision and mission for the project which will help how it will be accomplished, and
clarify the expected outcome or desired state.

Principle 2: Standards of Engagement

This simply means establishing who will be part of the project team? What are the meeting ground rules?
What will be the frequency of meetings? Who is designated to take notes, and distribute project meeting
minutes and action steps? Who is the project owner? This goes along with any other meeting protocol
that needs to be clarified.

Principle 3: Business Objectives

Next, establish 2-3 goals or objectives for the project. Is it being implemented to increase sales and profit,
employee productivity and morale, customer loyalty, or product/service quality? Specifically quantifying
the amount of improvement that is expected, instead of being vague is also important.

Principle 4: Measurement & Accountability

Finally, how will success be determined? Well, a simple visually interesting project scorecard is a great way
to keep everyone engaged and updated. A scorecard is an excellent resource for holding employees,
leaders, and teams accountable for the implementation sustainability, and refinement of the new initiative
or project. Consistently top performers being rewarded and recognised is accountability; while those
needing improvement being coached with specific expectations and consequences clearly outlined.

Principle 5: Organizational Alignment

Everyone directly impacted by a project must be on-board. This ensures the success and sustainability of
the new initiative or process brought on by this project. To achieve organizational alignment (or buy-in),
on-going communication must be employed in-person during team meetings, electronically via email and
e-learning (if applicable), and through training. The message must include the WIIFM "what's in it for
me" at every level; otherwise most stakeholders will not be interested or engaged around the new
initiative.

Principle 6: Intervention & Execution Strategy

There are many quality management concepts that can be applied. These range from a comprehensive
"root cause analysis" to simply "asking why five times." After identifying the best possible intervention to
resolve the issue, we must map out our execution strategy for implementing the intervention. This will
include identifying who will do what, when, how, and why?

Further Reading:
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