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Introduction

This book is about project management,
and focuses primarily on the plan-
ning, scheduling, tracking, and con-
trol of projects. This book is also
about software that is used on micro-
computers to help manage projects.
Project management can be a very
involved process, requiring expertise
in many disciplines. It requires struc-
ture and organization. It requires the
development and processing of large
volumes of data. It requires frequent
reporting of plans and progress.
While the complete scope of proj-
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ect management involves much more than planning and scheduling, track-
ing and control, these particular functions can be performed especially
effectively using computers. It was nearly thirty years ago that lumbering
mainframes were put into service to support project management. For
most of those years access to computerized project management was
reserved for large organizations that had management information sys-
tems operations, an army of dedicated project control specialists, and bar-
rels of money to spend on hardware and software. Due to developments in
computer technology during the first half of this decade, the benefits of
computerized project management are now available to the rest of us. In
the past few years, the world of automation has been turned inside out by
the fantastic success of the microcomputer and its acceptance throughout
the business community. That acceptance has encouraged the development
of computer programs for use in solving business problems. Now, with a
minimum investment, and bypassing the MIS bureaucracies, anyone can
use computers in the business place. Who would have believed just a few
years ago that we would have this abundance of project management soft-
ware available for the casual, as well as the serious, user, much of it at
enticingly low prices. The microcomputer has given us access to sophisti-
cated programs that until recently were the private domain of the informa-
tion systems gurus.

Project management systems, which combine simple algorithms, calcu-
lations, and database management, are a natural for computerization. The
need to do “what-if” analyses in the typical project management environ-
ment has been an additional driver of the microcomputer explosion. New
products address the entire range of the project management marketplace.
There are programs for the small theater groups that can help plan play
production. There are programs for bankers and researchers. Programs
exist at every level for the assignment and tracking of resources and for
cash flow planning and monitoring. Even formal project management
organizations with mainframe computer systems are finding it advanta-
geous to supplement, or even replace, their expensive batch systems with
very sophisticated, professional-level project management software pro-
grams for the microcomputer.

How great is the impact of microcomputers on project management?
First, as mentioned above, microcomputers have taken the functions of
project planning, scheduling, and control out of the hands of the specialty
organization, and placed them in the hands of the people really responsible
for performing and managing work. Second, the introduction of micro-
computers has slashed costs. High-powered project management programs
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that would have cost $60,000 in a mainframe/minicomputer version can be
purchased for $2,000 to $5,000 for micros. Quality project management
programs, while not in the same league as a typical mainframe program,
can be purchased for as little as $250. Graphics plotting capabilities that
cost over $40,000 in a mainframe version are available in supplementary
packages at $1,500 or less. Some vendors offer advanced plotter graphics
as part of their basic package. In addition, most of these new wizards of
the project management world are faster, easier, and even fun to use.

There is a downside to this boon to the project manager. Cost savings
are reduced (1) if you need multiple copies of the software, where one copy
on your mainframe served many users, and (2) if you need to buy micro-
computer hardware solely to run your project management software. Also,
until networking of microcomputers becomes common practice, multiple
access to a common project database will be sorely missed in many
instances.

How to pick from among the over one hundred products that promise
to “do” project management is a major concern. A handful of these are
genuine mainframe-quality products that are a credit to the profession and
are backed by well-staffed organizations, fully involved with the project
management community. A greater number of programs deal with some
project management functions. While these cannot replace a highly
sophisticated program, they do a more than credible job when the full-
blown process is not required, which is a very common situation. We will
discuss several of these applications in this book.

As in any marketplace, there are a few recent project management
packages that do not address the true needs of project management, and
may mislead the prospective buyer. We will describe the desired character-
istics of project management software so that you will be able to identify
products that fit this category.

Which project management program is right for your application, and
how do you use the program? I don’t mean how do you enter data and
generate reports; I mean what should you know about the principles and
practices of project management in order to use a program effectively?
This is not intended to be a buyers’ guide nor a program tutorial, although
you will find elements of both in it. We make you aware of the problems
that are solvable by the practice of project management, and show you
how the microcomputer can be a useful accessory in their solution. We
review the concepts underlying projects and show just where the micro-
computer fits into the planning and control aspects of project manage-
ment. We look at all the functions that can be performed during planning
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and control, and show how different programs approach these functions.
We point out that some programs do not cover all the functions.

While we won’t make any decisions for you, the information in this
book will help you clarify your needs and prepare a set of specifications for
project management software. Following an overview of project manage-
ment and a review of where the computer is used, we will take a detailed
look at each of the functions your project management software must per-
form: developing a baseline schedule, developing resource plans and
budgets, tracking progress and costs, and generating useful reports. At
each step, we will provide illustrations from many programs, ranging in
cost from $250 to $3,000.

An added feature of this book is a collection of eight guest articles from
actual users of microcomputer project management programs. These pro-
vide a close look at eight different products used in various applications.

The guest authors explain what they were trying to achieve, and show
how their choice of program helped in that endeavor. Finally, having
explored some actual users’ experiences, we wrap things up with a brief
listing of additional sources of knowledge about project management.
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1

Overview
Of Project
Management

This book addresses a wide range of
readers. You may be an experienced
project manager or project control
specialist who is interested in finding
out how the microcomputer industry
supports project management. Or you
may be a novice attracted to this dis-
cipline by the availability of user-
friendly project management soft-
ware. In either case, you will find
much that is useful here. Part I,
which consists of this chapter and
the next, is primarily intended to
satisfy the needs of newcomers to
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the field of project management. At the same time, because Chapters 1
and 2 reflect this book’s philosophy of project management, they should be
of some interest to readers at all experience levels.

This chapter begins by hazarding a general definition of project man-
agement (an issue about which there is disagreement) and by differentiat-
ing it from general management. Next we discuss what aspects of a project
typically get managed, and we outline the phases of project management.
The chapter concludes with a brief look at each of the functions involved
in planning and control. This overview of planning and control provides a
base for Chapter 2, which focuses on the role of the computer in the
whole enterprise of project management.

B What Is Project Management?

In order to define project management, we first need to define the term
project. The essential characteristic of a project, for our purposes, is that a
project is very different from a set of day-to-day functions. Once we accept
almost any of the generic definitions of a project, it is easy to see that
project management is a process that is very different from general busi-
ness management.

Reducing the hundreds of definitions of project to a generic statement,
we can say that a project is “a group of tasks performed in a definable time
period in order to meet a specific set of objectives.” A project exhibits most
of the following conditions:

o It is likely to be a unique, one-time program.

o It has a life cycle, with a specific start and end.

o It has a workscope that can be categorized into definable tasks.
« It has a budget.

« It may require the use of multiple resources. Many of these resources
may be in short supply and may have to be shared with other projects.

e It may require the establishment of a special organization or the
crossing of traditional organizational boundaries.

As you can see, the management of a project is quite different from the
management of a continuing operation. The generally accepted definition
of management is “the planning, organizing, staffing, directing, and control-
ling of company resources to meet the company’s financial and nonfinan-



