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Project and Project Management

History of Project Management

Project management, as an idea, goes back a very long way. If you think about all of
the things that have been built in the history of civilization, we have thousands of years of
project experiences to learn from. A dotted line can be drawn from the software developers of
today back through time to the builders of the Egyptian pyramids or the architects of the
Roman aqueducts. For their respective eras, project managers have played similar roles,
applying technology to the relevant problems of the times.

Yet today, when most people try to improve how their web and software development
projects are managed, it’s rare that they pay attention to the lessons learned from the past.
The timeline we use as the scope for useful knowledge is much closer to present day than it
should be.

Project management is a topic that has recently generated great interest in organizations
worldwide. As product life cycles shorten, as enterprises re-engineer themselves, and as
globalization increases, project-style work becomes an increasingly important aspect of
business life. Because of the rapid changes in China — new businesses, joint ventures, the
introduction of new technology and a booming construction sector — project management has
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become a particularly important skill area.
The Definition of Project and Project Management

A project is an organizational unit dedicated to delivering a development project on time ,
within budget, and within predetermined technical performance specifications.

The planning, monitoring and controling of all aspects of a project and the motivation of
all those involved in it to achieve the project objectives on time and to specified cost, quality
and performance. ‘

The ultimate benefit of implementing project management techniques is having a satisfied
customer — whether you are the customer of your own project, such as remodeling your
basement, or a business contractor being paid by a customer to perform a project.
Completing the full project scope in a quality manner on time and within budget, provides a
great feeling of satisfaction. For a contractor, it could lead to additional business from the
same customer in the future or from new customers referred by previously satisfied
customers.

“Hey! Great for the customers, but what about me? What’s in it for me?” If you are the
project manager, you have the satisfaction of knowing you lead a successful project effort.
You also have enhanced your reputation as a project manager and positioned yourself for
expanded career opportunities. If you are a member of a project team that successfully
accomplished a project, you feel the satisfaction of being on a winning team. You not only
contributed to the project’s success, but also probably expanded your knowledge and
enhanced your skills along the way. If you choose to remain an individual contributor, you
will be able to make a greater contribution to the future, more complicated projects. If you
are interested in eventually managing projects, you will be in a position to take on additional
project responsibilities.

When projects are successful, everybody wins!

Attributes of a Project

A project is an endeavor to accomplish a specific objective through a unique set of
interrelated tasks and the effective utilization of resources. It has a well-defined objective stated
in terms of scope, schedule, and cost. Projects are “born” when a need is identified by the
customer — the people or organization willing to provide funds to have the need satisfied.
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The following attributes help define a project:

A project has a well-defined objective — an expected result or product. The objective of
a project is usually defined in term of scope, schedule, and cost.

A project is carried out through a series of interdependent tasks, that is, a number of
nonrespective tasks that need to be accomplished in a certain sequence in order to achieve the
project objective.

A project utilizes various resources to carry out the tasks. Such resources can include
different people, organizations, equipment, materials, and facilities.

A project has a specific time frame, or finite life span. It has a start time and a date by
which the objective must be accomplished.

A project may be a unique or one-time endeavor.

A project has a customer. The customer is the entity that provides the funds necessary to
accomplish the project — it can be a person, an organization, or a group of two or more
people or organizations.

Finally, a project involves a degree of uncertainty. Before a project is started, a plan is
prepared based on certain assumptions and estimates. It is important to document these
assumptions, since they will influence the development of the project budget, schedule, and
work scope.

Some Examples of Projects

Developing and introducing a new product
Planning a wedding

Designing and implementing a computer system
Hosting a conference

Designing and producing a brochure

Building a shopping mall

Putting on a centennial celebration

Hosting a dinner for twenty relatives
Four Factors of A Project Objective

The scope of a project, also known as the project scope or the work scope is all the work
that must be done in order to satisfy the customer that the deliverables ( the tangible product
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or items to be provided) meet the requirements or acceptance criteria agreed upon at the onset
of the project. For example, the project scope might be all of the work involved in clearing
the land, building a house, and landscaping to the specifications agreed upon by the
contractor and the buyer. The customer expects the work scope to be accomplished in a
quality manner. For example, in a house-building project, the customer expects the
workmanship to be of the highest quality. Completing the work scope but leaving windows
that are difficult to open and close, faucets that leak, or a landscape full of rocks will result
in an unsatisfied customer.

The cost of a project is the amount that the customer has agreed to pay for acceptable
project deliverables. The project cost is based on a budget that includes an estimate of the costs
associated with the various resources that will be used to accomplish the project. It might
include the salaries of people who will work on the project, materials and supplies, rental of
equipment or facilities, and the fees of subcontractors or consultants who will perform some of
the project tasks. For example, if the project is a wedding, budgeted items might include
flowers, gown, tuxedo, caterer, cake, limousine rental, photographer, and so on.

The schedule for a project is the timetable that specifies when each activity should start and
finish. The project objective usually states the time by which the project scope must be completed
in terms of a specific date agreed upon by the customer and the individual or organization
performing the work. It might be the date when a town’s centennial celebration will take place or
the date by which you want to complete the addition of a family room to your home.

The objective of any project is to complete the scope within budget by a certain time to
the customer’s satisfaction. To help assure the achievement of this objective, it is important
to develop a plan before the start of the project. This plan should include all the work tasks,
associated costs, and estimates of the time necessary to complete them. The lack of such a
plan increases the risk of failing to accomplish the full project scope within budget and on
schedule.

New Words and Phrases
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enhance vt. &%, ¥ % endeavor n. ¥4, XH

schedule n. At/ &, #E £ frame n. %4 H#

assumption n. 1BZ , kA& estimate n. &3+, &4, 74 "
% document v. IE®H tangible adj. 734
© joint venture & &k ; 4% 4 ik well-defined objective 7 W7 8A # &9 B 4%
 NOTES

. A project is an organizational unit dedicated to delivering a development project on time,
within budget, and within predetermined technical performance specifications. — 4% H
AR—ANEATHRRIMN - NREIR, THL, mEF LR THEREELE S A
HARW—NBA,

. Projects are “born” when a need is identified by the customer — the people or
organization willing to provide funds to have the need satisfied. % —/N% E 3 J& &2
ReMRBRENRE —MEFLLRE0, FEREL T,

. The objective of any project is to complete the scope within budget by a certain time to the
customer’s satisfaction. & — N A EMHE AU —FWHE, EH TR EAANL 5 HEUE
77 T B9 %

- The lack of such a plan increases the risk of failing to accomplish the full project scope
within budget and on schedule. #n3R 3% # 4F B9 i+ X, 3 4 21 5 5% 4 3 70 B 8 R % A
BKo

. The cost of a project is the amount that the customer has agreed to pay for acceptable

project deliverables. 3 El s A B & T B & W £ 3% EH B W X &R

EXERCISE

I. Phrases translation
FH WHEHRME BE GE RE #F BHEWE
II. Fill in the blanks and put the sentences into Chinese

1. Project Management is to achieve the project objectives on time and to
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cost, quality and performance by , and of all aspects of a

project and the motivation of all those involved in it.
2. Before a project is started, a is very necessary.
3. Attributes of a project have , ’ ,

4. The objective of any project is to complete the within budget by a certain
time to the

5. The schedule for a project is the that specifies when each activity should
start and finish.

III. Challenging questions for discussion

What is a project?

What are some attributes of a project?

Identify five projects in which you were involved during your lifetime.
What are four factors that constrain the achievement of a project objective?

= A

Tell a story of some projects you know.




Project Life Cycle

Introduction of the Project Life Cycle

Project managers or the organization can divide projects into phases to provide better
management control with appropriate links to the ongoing operations of the performing
organization. Collectively, these phases are known as thfa project life cycle. Many
organizations identify a specific set of life cycles for use on all of their projects

Recognizing the life cycle of a project enables a manager to develop a project timeline,
where the beginning and end are clearly defined. In between, the manager must marshal
resources to create project deliverable on time and within budget. Project steps and workflow
must be characterized.

Characteristics of the Project Life Cycle

The project life cycle defines the phases that connect the beginning of a project to its
end. For example, when an organization identifies an opportunity to which it would like to
respond, it will often authorize a feasibility study to decide whether it should undertake the
project. The project life cycle definition can help the project manager clarify whether to treat
the feasibility study as the first project phase or as a separate, stand-alone project. Where the
outcome of such a preliminary effort is not clearly identifiable, it is best to treat such efforts
as a separate project.

The transition from one phase to another within a project’s life cycle generally involves,
and is usually defined by, some form of technical transfer or handoff. Deliverables from one
phase are usually reviewed for completeness and accuracy, and approved before work starts
on the next phase. However, it is not uncommon for a phase to begin prior to the approval of
the previous phase’s deliverables when the risks involved are deemed acceptable. This
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practice of overlapping phases, normally done in sequence, is an example of the application
of the schedule compression technique called fast tracking.

There is no single best way to define an ideal project life cycle. Some organizations have
established policies that standardize all projects with a single life cycle, while others allow the
project management team to choose the most appropriate life cycle for the team’s project.
Further, industry common practices will often lead to the use of a preferred life cycle within
that industry.

Project life cycles generally define .

® What technical work to do in each phase ( for example, in which phase should the
architect’s work be performed?)

® When the deliverables are to be generated in each phase and how each deliverable is
reviewed, verified, and validated

e Who is involved in each phase (for example, concurrent engineering requires that the
implementers be involved with requirements and design)

® How to control and approve each phrase.

Project life cycle descriptions can be very general or very detailed. Highly detailed
descriptions of life cycles can include forms, charts, and checklists to provide structure and
control.

Most project life cycles share a number of common characteristics ;

® Phases are generally sequential and are usually defined by some form of technical
information transfer or technical component handoff.

® Cost and staffing levels are low at the start, peak during the intermediate phases, and
drop rapidly as the project draws to a conclusion.

® The level of uncertainty is highest and, hence, risk of failing to achieve the
objectives is greatest at the start of the project. The certainty of completion generally gets
progressively better as the project continues.

® The ability of the stakeholders to influence the final characteristics of the project’s
product and the final cost of the project is highest at the start, and gets progressively lower as
the project continues. A major contributor to this phenomenon is that the cost of changes and
correcting errors generally increases as the project continues.

Although many project life cycles have similar phase names with similar deliverables,
few life cycles are identical. Some can have four or five phases, but others may have nine or
more. Single application areas are known to have significant variations. One organization’s




