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: I ‘o be successful in today’s competitive
business world, managers must deliver
results on time and within budget. By applying
the processes, tools, and techniques shown in
Project Management you will maxim
performance and ensure optimum h’\ll//\ every
time. Suitable for managers at all levels, this
book equips you with the know-how you need
to lead any project, large or small, to a
successful conclusion. From starting a project
effectively to motivating a team and
overcoming problems; every aspect of
professional project management is clearly
explained. There is a step-by-step guide to
project planning, while 101 tips offer further
practical advice. Finally, a self-assessment
exercise allows you to evaluate your ability as
| project manager, helping you to improve
your skills, and your prospects for the future



[ INDERSTANDING
THE BASICS

Project management provides structure, focus, flexibility, and
control in the pursuit of results. Understand what running a
project entails and how to improve the likelihood of success.

DEFINING PROJECTS

,_\/wm;u{ is a series of activities designed

L™\ to achieve a specific outcome within a I Greet a new

set budget and time frame. Learn how to project as an
distinguish projects from everyday work and opportunity to
adopt the discipline of project management develop your skills.

more widely to improve performance.

WHAT 1S A PROJECT?
2 Review your work A project has clear start and end points, a defined
to determine set ol objectives, and a sequence of activities in
which tasks between. The activities need not be complex
would be painting the staff restaurant is as valid a project as
biter inelded building a bridge. You may be involved in a project

as projects.

without realizing it — for example, if you work in a
special team, perhaps outside the normal business
schedule, to a deadline. Routine work, on the
other hand, is usually ongoing, repetitive, and
process UII('H[L'kl S0ome L'\t‘l\\'J\ \\UIi\’ may Y‘L'f‘.Li
itsell to being managed as a project — tackling it as

such will greatly increase your efficiency




DEFINING PROJECTS

QUESTIONS TO ASK
YOURSELF

Q What projects am | involved
in at the moment?

Has my organization been
trying to make changes that

might be more likely to happen

if tackled as a project?

Q Would | work more effectively
if | regarded certain tasks as
part of a project!

Q Could project management
techniques help to make me
more efficient?

FEATURES

DEFINED START AND END
All projects have start-up and
closure stages.

ORGANIZED PLAN
A planned, methodical approach is
used to meet project objectives.

SEPARATE RESOURCES
Projects are allocated time, people,
and money on their own merits.

TEAMWORK
Projects usually require a team of
people to get the job done.

ESTABLISHED GOALS
Projects bring results in terms of
quality and/or performance.

WHy USE PRrROJECT
MANAGEMENT?

In today’s competitive business environment, a
flexible and responsive approach to changing
customer l'L‘(|Llll't‘IﬂC|115 1S L‘SSL‘H[[&\L [’I‘O]L'L'l
management enables you to focus on priorities,
track performance, overcome difficulties, and
adapt to change. It gives you more control and
provides proven tools and techniques to help you
lead teams to reach objectives on time and within
budget. Organizing activities into a project may be
time-consuming initially, but in the long term it
will save time, effort, and reduce the risk of failure.

PoiNTS TO NOTE

® Some projects are repeated often, but they are not
processes because they have clear start and end points.

® Routine work can be distinguished from projects because
it is recurring, and there is no clear end to the process.

® Good planning ensures a project is completed on time
and within budget; having delivered the expected results.

® An effective plan provides a template that guides the
project and details the work that needs to be done.

® Some projects operate outside the normal routine of
business life, others within it — but they all require
separate resources.

® Working within agreed resources is vital to success.

® Project teams take responsibility for and gain satisfaction
from their own objectives, while contributing to the
success of the organization as a whole.

® Projects offer new challenges and experiences for staff.

@ A project often results in a new way of working, or
creates something that did not previously exist.

® Objectives must be identified for all those involved
in the project.




UNDERSTANDING THE Basics

EXAMINING KEY ROILES

I)m_/'uls can involve a wide range of

people with very different skills and 3 Draw up a list of
backgrounds. However, there are several all the people who
pivotal roles common to all projects, and it might be able to
is important to understand the parts that help you.

each of these key people play.

CULTURAL

DIFFERENCES
North American projects need
a senior sponsor to get off the
ground and be accepted by
stakeholders. Australia’s flatter
management structure means
that projects also depend on
senior support. In the UK, the
sponsor can be at a lower level,
provided that there is a strong

business case for the project.

UNDERSTANDING ROLES

As project manager, you are in charge of the
entire project. But you cannot succeed alone, and
establishing good relations with other key players
is vital. Important project people include the
sponsor, who may also be your superior, and who
provides backing (either financial or moral); key
team members, who are responsible for the overall
success of the project; part-time or less senior
members, who nevertheless contribute to the plan,
and experts or advisers with important roles. There
will also be stakeholders, or people with an interest
in the project, such as customers, suppliers, or
executives in other parts of your organization.

INVOLVING STAKEHOLDERS

Aim 10 involve your stakeholders at an carly stage. 4 Build up a good
Not all stakeholders will be equally important, so rapport with your
identify those who could have a significant effect main stakeholders.

on the project; and when you draw up the project

plan later, consider how regularly they should be

consulted. When stakeholders are enthusiastic and

strongly supportive of the project, seck their 5 Make sure that

assistance in motivating others. Make sure that you
forge strong alliances with those stakeholders who
control the resources, Finally, check that everyone

your core team
consists of people

understands the reason for their involvement in you really trust.
the project and what its impact on them will be.




EXAMINING KEY ROLES

L : Ad )

KEY PLAYER

SPONSOR

Initiates a project, adds to the
team’s authority, and is the
most senior team member.

PROJECT MANAGER

Responsible for achieving the

project’s overall objectives
A and leading the project team.

STAKEHOLDER

Any other party who is
interested in, or affected by,
the outcome of the project.

KEY TEAM MEMBER
Assists the project manager
and provides the breadth of
knowledge needed.

N -
TEAM MEMBER
Full or part-time person who
has actions to carry out in
the project plan.

CUSTOMER

Internal or external person
who benefits from changes
brought about by the project.

SUPPLIER

Provider of materials,
products, or services needed
to carry out the project.

ROLES

® Ensures that the project is of real relevance
to the organization.

® Helps in setting objectives and constraints.

® Acts as an inspirational figurehead.

® May provide resources.

® Produces a detailed plan of action.

® Motivates and develops project team.

® Communicates project information to
stakeholders and other interested parties.

® Monitors progress to keep project on track.

® Contributes to various stages of the
planning process by providing feedback.

@ Might only be involved from time to time.

® May not be a stakeholder for the entire
project if his or her contribution is complete.

® Makes a major contribution in examining
feasibility and planning a project.

® Lends technical expertise when needed.

® |s directly responsible for project being
completed on time and within budget.

® Takes responsibility for completing activities
as set out in the project plan.

@ Fulfills a specialized role if involved as a
consultant, or as an individual who is only
needed for part of the project.

® Strongly influences the objectives of the
project and how its success is measured.

® Dictates how and when some activities
are carried out.

® Provides direction for the project manager.

® Can become very involved with, and
supportive of, the project.

® Delivers supplies on time and provides
services or goods at a fixed cost, agreed
with the project manager at the outset.




UNDERSTANDING THE BAsI¢

IDENTIFYING THE
E.SSENTIALS FOR SUCCESS

’l N 0 achieve the desired outcome, a

project must have defined and 6 Make sure that
approved goals, a committed team, and a people understand
viable plan of action that can be altered to what you are
accommodate change. Abide by these aiming to achieve.

essentials to ]C('t',’ you on course for success.

HAVING CLEAR GOALS
7 Ask colleagues to To be successful, a project must have clearly
read your goals. defined goals. These goals must be agreed by all
If any comments involved, so that everyone proceeds with same

are negative, revise expectations. The scope of the project must remain
)
consistent so that it achieves what it set out to

accomplish. Whoever agreed to the initiation of the
project, usually the project sponsor or customer,
should not need to make significant changes to its
scope or extent. People who are key to the success
ol the project must commit their time to it, even if

their involvement is only on a P‘III-[IINU h.l\l\

GAINING COMMITMENT QUESTIONS TO ASK
An eager, skilled, and committed team is vital to YOURSELF

the success of any project. To this end, the

Q Could | respond to a

motivational and people management skills of the customer’s demand by

project manager are paramount. As project initiating a project?

manager, it is your responsibility to develop the Whom should | approach to
best team that you can, guide it in the right get the project under way?
direction, and ensure that members benefit from Q Am | confident that key people

will lend their support to make

the experience. Choose your team carefully and
this project successful?

provide training, if necessary. The ongoing support
Do the overall aims of the

of your superior, sponsor, and other interested Q !
project seem achievable’

parties must also be gained from the outset




IDENTIFYING THE ESSENTIALS FOR SUCCESS

PLANNING AND

8  Expect to revise JOMMUNICATING
and enhance your Fora project to run smoothly, the resources
project plan at required must be available at the time you need
least several times. them. This demands effective front-end planning,

taking into account not only people, but also
facilities, equipment, and materials. A detailed,

complete plan guides the project and is the

document that communicates your overall
objectives, activities, resource requirements,
and schedules. It is also vital that you
keep everyone involved fully
informed of the plan and update
them whenever it changes

4 ACTING EARLY
Check with your superior that a

sufficient budget

ind realistic

tme frame have been dgree J

for the project from the

outset. This avoids the
success of your project being
threatened later because
time or money has run out
BEING FLEXIBLE 9
Ina rapidly changing business environment, the Learn to accept
ability to think ahead and anticipate can make the the inevitability

difference between achieving project objectives or of change.
not. You must be prepared to change your plans

in a flexible and responsive way. It is unlikely that

your original plan will be the one you follow all

the way, since circumstances and requirements

generally change as the project unfolds. This Io You can hope for
means that you will have to reevaluate the plan the best. but

regularly and adapt it accordingly. If your project | st
is to succeed, you must be able to anticipate and always pian for
recognize the need for change, implement it, and the worst.

measure I1s lHlP.lLl L'”L‘Lll\'L‘l}




DEFINING THE STAGES

4 l Vhere are five stages to a project:

initiation, planning, motivating, ” Make an issue of a
monitoring, and closing. Start with a burst, new project so
end positively, and recognize the different that people know
techniques and skills required to negotiate it is happening.

the three key stages in between.
PoiNTS TO REMEMBER PLANNING A PROJECT

'hether you initiate a project yourself, or you
@ A new project should be viewed Whether you initiate a project yourself, or yot

as an exciting Opportunity to manager or a customer suggests it, the first step in

bring new skills and knowledge the planning process is to agree a vision for the

to your organization. project, stating exactly what it will achieve. To do
® The team should be encouraged this, you will bring together your core team

to build friendships and to help
one another by making
constructive suggestions.

s and people with a close interest in the

project’s result, known as stakeholders. Having
defined a vision, you can 1dentify objectives, agree
® A system for recording what the
team has learned should be
established early on. tasks, and finally validate the plan with all
concerned and gain their commitment to it

on actions and resources, order and \kh\‘('llh‘

IMPLEMENTING THE PLAN
The success of the implementation phase rests

with yroject teat d, ultimate our ability
to lead them. You will have to think about team
selection, understand how the il develop

as the project progresses, encourage teamwork
agree on key decisions, and adopt different
leadership styles to inspire and motivate different
personalities. To gain the commitment of all

concerned, m

ke sure that you start with a well

prepared bur the authority of your
Sponsol ustomer to focus

ever 1€ O You must ensure that
everyone has access to key project information

and keep communication flowing at all times




UNDERSTANDING

12 Monitor the project consistently PROJECT DEVELOPMENT
from start to finish — problems can
occur anywhere along the way. inisiators of project

agree a vision

MONITORING

PERFORMANCE Ry paspls cutling
Or the proiect nder wa ou W need T project purpose and
- ‘ T JrE T h objectives
ess how it is faring against objectives and tim

Activities and resources

1 are to deal with problems and changes befor
e. Dut | are agreed and
prioritized
¢ ast regular progress repe
ganizing neeti
s that w measure vVour proer Once
' ‘ Prre Project plan is approved
have identified potential problems and threat by all involved

[(

hem, and to manage and incorporate changes to
I Project manager
1 benelit lor your organization by e plap,guldmg
team to achieve goals

Progress is monitored
and plan revised as
necessary

Project is successfully
completed on time and
within budget

MAKING AN
IMPRESSION




UNDERSTANDING THE BASICS

CHECKING FEASIBILITY

Bg/iw starting on a project, you need
to be certain that there is a good
chance it will be successful. Take the
relevant steps to find out whether a project
is appropriately timed, feasible, and
worthwhile before going ahead with it.

|4 Find out where a
project is in
danger of failure.

I3 Make sure you are
not undertaking a
task that cannot
be achieved.

TiMING IT RIGHT

However promising and desirable a project may
seem, always carefully examine whether it is the
right time to initiate it. Take into account other

projects that have already started. Some

organizations have so many projects in place that

it is not possible for them all to succeed, so you

|5 Examine whether
a given schedule
is realistic.

may have to consider postponing the new project
or curtailing those that are unlikely to produce
valuable results. Since all projects require access
to limited or even scarce resources, it is vital that
each has a clear reason for existing and that now

is definitely the right time for it to happen

IDENTIFYING DRIVING
RESOURCES

Every project is driven by the needs of the
organization. The stronger these driving forces,
the more likely the project is to succeed. If, for
example, a project involves winning back lost
customers, the Lll'l\'lng force is very strong. lo
create a list of driving forces, or reasons why your
project should go ahead, decide which business
concerns the project will have an impact on, and
thI] compare your PI'O|L‘('[ \\'I[h olhcr PI'U]CL'IS.
For example, if there is a driving force behind two
projects to increase sales, then the one that, say,
doubles sales is more likely 10 succeed

QUESTIONS TO ASK
YOURSELF

Are there any ongoing
projects with a higher priority
than my own that are taking
up key resources?

Are my project goals in line
with the long-term objectives
of my organization?

How will the outcome of the
project affect the performance
of the organization?

Could this project damage the
chances of another project
being successful?




I])I<‘,X'|‘||<‘Y|\(} SEEKING EXPERT

e o~ 7y ey ADVICE
RESISTING FORCES ral el
There are always reasons why projects may not xpertise to h
"\'k“””\]k“k‘(] Such forces include !H‘t‘[’l\‘\ our project may not be su ful. T}

resistance to change, the weight of the current

workload, lack of information or resources, or a

dearth of people with the necessary skills. Identily

nese resisting forces L\\IK\ on so Ill«ll you can

vercome L

1, or change the timing of the

project. A strong resisting force emerges in
organizations that frequently initiate
rojects to change the way people

Y11t

their jobs but fail to see

the projects through. If |‘L'\\N\’
view a project as simply another

gement initiative, it will take

great skill to motivate them to
make it happen &

PREDICTIN
A useful technique

5 SUCCESS

known as forcefield analysis

USING FORCEFIELD

ANALYSIS will help you to decide whether the driving forces
wile:diaarar: <) [ outweigh the resisting forces, and, consequent
my mpare driving and whether the project has a good chance of success
sting Jorces. List the ariving forc By creating such an analysis, you will be able to
Y reicatl end, and ! 1
= see al a glance whether the balance is weighted
me with the 1 ty ) } toward success or failure. To assess the relative
m a negative measurement impact of each force, remember that drivers range
from “one,” a weak driver, to
Resisting forces Driving forces ' e i ) i =y A
live,” an essenti ed. *Minus
Lack of budget one” describes a re ling 101Ce
‘ \ that is not much of a threat 1o
Current workload [ |
the success of the project, while
~ Loss of revenue minus five” shows a ce that
e =] is very strong, and that, unless
Current staff frustration
i ; ‘ you can minimize its impact, is
a8 -4 a3 ) =f 0 1 2 3 4 5 likely to hinder you in achievi &

Stron Weak Strong the desired project results
4 !




