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PREFACE

When people see something impressive—a bridge arching high over a canyon, a
space probe touching down on a distant planet, a graceful curlicue ramp on a free-
way, a motion picture such as Titanic (so real you think you're there!), or a nifty
computer the size of your hand—they wonder, “how did they do that?” By they, of
course, they are referring to the creators, designers, and builders, the people who
thought up and actually made those things. Rarely do they mean the managers, the
people who organized and lead the effort that brought those wondrous things from a
concept or idea into reality.

This book is about the managers—project managers—and what they do and how
they do it. Project managers are the mostly unsung heroes of business and technology,
people who, in most cases, stand outside the public eye but without whose talent,
skills, and hard work most neat ideas would never amount to anything. Certainly the
project manager is but one of the many people who help shape the products, systems,
and artifacts of modern life, those things we take for granted as well as those we
marvel at. Nonetheless, the project manager is the one who gets all of the others in-
volved, and then organizes and directs them so their combined efforts will come
out right. (Sometimes, though rarely, the manager and the creator happen to be the
same. Woody Allen, Kelly Johnson, and Gutzon Borglum are examples. Their life
work—in motion pictures, supersonic airplanes, and Mount Rushmore, respec-
tively—represent not only creative or technological genius, but leadership and man-
agerial talent as well.)

The pace of change in business and technology is accelerating. The last few
decades have seen business be transformed from domestic, nationalistic enterprises
and markets into multinational enterprises and a single global market. As a result, no
matter what your perspective there is more of everything to contend with—more
ideas, competitors, resources, constraints, and, certainly, more people doing and
wanting things. The accelerated rate of change in technology means that products or
processes are evolving at a more rapid pace, and as a result the life cycles of the things
we use and rely on are getting shorter. This accelerated rate of change has a direct im-
pact on the frequency and conduct of projects—whether projects to develop products,
systems, or processes that compete inlocal, domestic, and international markets; proj-
ects to create and implement new ways of meeting demand for energy, recreation,
housing, communication, transportation, and food; or projects to answer basic ques-
tions in science or to resolve problems such as hunger, disease, and pollution. All of
this project activity has spurred a growing interest in ways to plan and control proj-
ects, and to organize and lead people and groups to meet the needs of customers,
markets, and society within the bounds of limited time and resources.

Associated with the growing interest in project management is the growing need
to train project managers. In the past and still today, project managers were largely

xix



XX

persons who had demonstrated some exceptional capability, though not necessarily
as a manager. If you were a good engineer, programmer, systems analyst, architect, or
accountant, eventually you would become a project manager. Then, presumably, you
would pick up the necessary management skills somewhere along the way. The flaw
in this approach is that project management encompasses a broad range of skills—
managerial, leadership, interpersonal—that are much different than the skills associ-
ated with the technology of the particular project. There is no compelling reason to
presume that the project environment alone will provide the opportunity for some-
one to “pick up” the skills necessary for project management.

As a text and handbook, this book is about the “right” way to manage projects. It
is intended for advanced undergraduate and graduate university students, and for
practicing managers in business and technology. As the title says, it is a book about
principles and practice, meaning that the topics in it are meant to be applied. It covers
the big picture of project management—origins, applications, and philosophy, as
well as the nitty-gritty, how-to steps. It describes the usual project management top-
ics of networks, schedules, budgets, and controls as well as the human side of project
management.

Why a book on business and technology? In my experience, technical specialists
such as engineers, programmers, architects, chemists, and so on, often have little
or no management training. This book, which includes many technology project ex-
amples, provides somewhat broad exposure to relevant business concepts and man-
agement specifics to help them get started as project managers.

What about those people involved in product-development, marketing, process-
improvement, and related projects commonly thought of as “business projects”? Just
as students of technology seldom get management training as part of their formal
education, students of business seldom get training about the conduct of projects in
technology. For students of business this book reveals not only how “business” proj-
ects are conducted, but what happens in a wide variety of engineering, construction,
and other kinds of “technical” projects.

Of course, technical projects are also business projects because they involve busi-
ness issues such as customer satisfaction, resource utilization, cost, profits, and so on.
Although engineering and development projects may appear different from
nonengineering projects, both types are similar in the way they are managed. This
book conceptualizes all projects using a single framework called the Systems Devel-
opment Cycle. This framework serves as a general scheme for illustrating common-
alities and differences among projects.

This book is an outgrowth of more than a decade of teaching project management
at Loyola University Chicago, preceded by several years of practical experience in
business and technology projects, including design and flight test work in the aircraft
industry, and software applications development and process improvement projects
in banking. From this practical experience I developed an appreciation not only for the
business-management side of project management—systems and procedures for
planning, scheduling, budgeting, and control—but for the human and organizational
side as well. I saw the benefits of good communication, trust, and teamwork on proj-
ect outcomes, as well as the costs of emotional stress and group conflict. l observed that
the most successful projects usually were those where trust, good communications,
and teamwork flourished, regardless of the formal planning and control systems in
place. This book largely reflects these personal experiences and learnings. Of course,
the book reflects much more than my own personal experience. To cover project man-
agement in a more general, comprehensive sense,  had to rely on the published works
of many other authors, and on the suggestions of colleagues and reviewers.
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In this second edition I have revised and added substantial new material to in-
corporate current examples and reviewers’ suggestions, and to take advantage of the
growing body of literature in project management. Every chapter has been revised
and updated. The most significant changes are as follows: Chapters 1 and 2 have
many new examples and case studies of projects and project managers. Chapters 4
and 5 have increased coverage of important front-end topics such as preparation of
RFPs and proposals, and definition of user needs, project objectives, requirements,
and specifications. Chapter 7 has been revised to cover activity-oriented (rather
than event-oriented) scheduling. Chapter 8 has expanded coverage of constrained-
resource scheduling and multiple-project scheduling. Chapter 9 includes a new sec-
tion on the various methods of cost estimating. Chapter 10 is a new chapter that
addresses models and practices for assessing and managing project risk. Chapter 11
is expanded to address multiple aspects of project control: scope, quality, schedule,
performance, and change control. Chapter 12 is completely revised and covers cur-
rent software applications and Web-based project management. Chapter 14 is ex-
panded and discusses not only project organization, but mechanisms for project
integration including integrated product development teams, concurrent engineer-
ing, and quality function deployment. To every chapter I have added new examples
and end-of-chapter case studies.

My goal in writing this book has been to provide students and practicing man-
agers of projects the most practical, current, and interesting text possible. I appreciate
hearing your comments and suggestions. Please send them to jnichol@luc.edu.
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