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Introduction

Welcome to LIS 412: Project Management & Evaluatibinis is a two-
credit (2-CR) unit course that is compulsory fdrtake undergraduate
students in the department. The course is desigmeshable you to
broaden your understanding of project managemeahesaluation as it
applies to different types of projects. This witicflitate an excellent
successful academic journey and enhance your parslmvelopment
and increase your knowledge base in the area gégirmanagement
and evaluation especially as many more organisatwa beginning to
appreciate the role of the project management @gpron executing
tasks in organisational success. It is also hopatlthis course will give
you the basic insight and knowledge you need tatian on projects.

Course Objectives
By the end of this course you will be able to:

I. Define a project, project management, and evaloa®well as
its scope.

il. Understand different types of projects, their cheastics, and
their objectives.

iii. Understand projects in organisation structure

iv.  Appreciate the project management process

V. Understand who a project manager is, types of proj@nagers,
selection, roles, and responsibilities of a projeenager.

Vi. Examine more closely project evaluation and posjgut
evaluation

vii.  Understand some issues that are associated withecpro
management

Working Through this Course

This course consists of both theoretical and prakparts. To complete
this course successfully, you are required to gouigh the modules and
carefully read the study units, do all practicadrises and assessments
and also explore the references provided for maigepth knowledge
of the course. Some recommended books and otheriaiatthat you
are to read are available to you. Ensure that yad them and also
attend the practical sessions of this course. Abmagrticipate in the
online facilitations going on in your study centE&ach unit of study has
an introduction, objectives you should achievehat énd of the study,
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and a summary and conclusion informing you in aimeit of what you
studied in the unit. Above all, there is the Tultarked Assignment
(TMA) to evaluate what you have learnt. You can dimad the
courseware into your device so that you can stugghenever you are
offline.

Each study unit has an introduction, intended iearoutcomes, the
main content, summary conclusion, and referenaglsfureadings. The
introduction opens the door to each unit and gi@eglimpse of the
expectations in the study unit. Read and note thended learning
outcomes (ILOs) which outline what you should béeao do at the
completion of each study unit. This will help youatiate your learning
at the end of each unit to ensure you have achigheddesigned
objectives (outcomes).

Study Units

There are 15 study units in this course divided iinte modules. The
modules and units are presented as follows:

Module 1: Project

Unit 1: Concept of Project

Unit 2: Concept of Project Management
Unit 3: Project Initiation

Unit 4 Project Planning

Unit 5 Project Budgeting

Module 2 Project Organisation

Unit 1 Functional Organisation Structure

Unit 2 Pure Project Organisation Struetu

Unit 3 Matrix Organisation OrganisatiStructure
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Module 3 Resources in Project Management
Unit 1 Definition of Project Resource

Unit 2 Resource Management

Module 4 Project Evaluation
Unit 1 Concept of Project Evaluation
Unit 2 Concept of Post Project Evaluation (Postli§)

Module 5 Organisational Issues in Project Managenrd
Unit 1 Leadership & Project Management

Unit 2 Interpersonal Aspects in Project Management

Presentation Schedule

The presentation scheduieesy you the important dates for the
completion of your computer-based tests, parti@patin forum
discussions, and facilitations Remember, you aresuomit all your
assignments at the appropriate time. You shouldeyaigainst delays
and plagiarism in your work. Plagiarism is a crialinoffence in
academics and is liable to heavy penalty.

Assessment

There are two main forms of assessments in thisseothat will be
scored: the continuous assessments and the firmhieation. The
continuous assessment shall be in three-foldsere will be two
Computer-Based Assessments. The computer-based assBents
will be given in accordance with the University acdemic calendar.
The timing must be strictly adhered to. The Computer-Based
Assessments shall be scored a maximum of 10% ewmlcile your
participation in discussion forums and your poitfighresentation shall
be scored a maximum of 10% if you meet 75% pawitgm. Therefore,
the maximum score for continuous assessment sa&@0Bo which shall
form part of the final grade. The final examination LS 412 will be a
maximum of two hours and it takes 70 per cent efttital course grade.

vi
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The examination will consist of 70 multiple choipeestions that reflect
cognitive reasoning.

Note: You will earn a 10% score if you meet the imumm of 75%

participation in the course forum discussions amdyour portfolios

otherwise you will lose 10% of your total score.uwill be required to
upload your portfolio using Google Docs. What ao@ expected to do
in your portfolio? Your portfolio should be notes jottings you made
on each study unit and activity.

How to Get the Most from the Course

To get the most in this course, you need a funatitaptop and access
to the Internet. This will make studying and leagheasy and the course
materials accessible anywhere and anytime. Uséntbaded Learning
Outcomes (ILOs) to guide your self-study in the rseu At the end of
every unit, examine yourself with ILOs and seedtfiynave achieved the
outcomes.

Carefully work through each unit and make your sot®in the online
real-time facilitation as scheduled. Where you naisshedule for online
real-time facilitation, go through the recordedilftation session at your
convenience. Each real-time facilitation will bede® recorded and
posted on the platform. In addition to the realeifacilitation, watch the
video and audio recorded summary in each unit. Vitkeo/audio
summaries are directed to the salient points i @adt. You can access
the audio and videos by clicking on the links ie text or through the
course page.

Work through all self-assessment exercises. Finalbey the rules in
the class.

Facilitation

You will receive online facilitation. The facilitain is learner-centred.
The mode of facilitation shall be asynchronous syrtthronous. For the
asynchronous facilitation, your facilitator will:

Present the theme of the week;

Direct and summarise forum discussions;

Coordinate activities on the platform;

Score and grade activities when needed;

Upload scored into the university recommended piatf

YV V VYV

vii
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> Support and help you to learn. In this regard, geasmails may
be sent;
» Send videos, audio lectures and podcasts to you.

For the synchronous:

> There will be eight hours of online real-time camtan the
course. This will be through video conferencinghe Learning
Management System. the eight hours shall be ohoie-contact
for eight times.

> At the end of each one-hour video conferencingyitieo will be
uploaded for viewing at your pace.

> The facilitator will concentrate on the main thentleat a must
know in the course.

> The facilitator will take you through the coursedgiin the first
lecture at the start date of facilitation.

Do not hesitate to contact your facilitator. Contgaur facilitator
if you:

> Do not understand any part of the study units @ th
assignments

> Have difficulty with the self-assessment exercises.

> Have any questions or problems with an assignmenitb your
tutor's comments on your assignment.

Also, use the contact provided for technical suppor

Read all the comments and notes of your facilitaespecially on your
assignments; participate in the forums and disouassiThis gives you
the opportunity to socialise with others in the graamme. You can
discuss any problem encountered during your stuiity. gain the
maximum benefit from course facilitation, prepardish of questions
before the discussion session. You will learn aftoin participating
actively in the discussions.

Finally, respond to the questionnaire. This willthéhe university to
know your areas of challenges and how to improvetrmm for the
review of the course materials and lectures.

viii
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The future is yours, so embrace it. You may not know what the road ahead has
to offer, but you can prepare yoursdlf to achieve. Remember to carefully and
thoughtfully take it step by step. Reaching your goals can be challenging. You
may encounter several twists and turns. But in the end, you will have
succeeded. Ford, Knight & McDonald-Littleton
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MODULE PROJECTS

Unit 1 Concept of Project

Unit 2 Concept of Project Management
Unit 3 Project Initiation

Unit 4 Project Planning

Unit 5 Project Budgeting

UNIT 1 CONCEPT OF PROJECT
CONTENTS

1.0 Introduction
2.0 Intended Learning Outcomes
3.0 Definition of Project
3.3.1 Obijectives of Projects
3.3.2  Types of Projects
3.3.3  Characteristics of Projects
3.3.4  Project Selection/Criteria of Choice
4.0 Summary
5.0 Tutor Marked Assignment
6.0 References/Further Reading

1.0 Introduction

Examining the concept of project serves as thedation upon which
we will lay the course: project management and watadn. This unit
introduces you to the concept of project. In ibalgou will understand
the different types and characteristics of projeBecause organisations
are usually faced with the difficult task of whabjects to engage in,
this unit will also help you to understand projsefection/criteria for
choice. Finally, you will be exposed to some progalection methods.
It will also consider the scope of project manageime

2.0 Intended Learning Outcomes

By the end of this unit, you will be able to undarsl and define the
various definitions and meanings of the conceroject. You will also

be able to determine the various types and chaistate of projects as
well as project selection, criteria for selecticamd finally, project

selection methods.
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3.0 Main Content
3.1 Definition of Project

A good place to begin in this module is to ask goestion “what is a
project?” The definition of the concept of projecty vary within the
context of use. To that extent, one can say thatetlis no universal
definition of the concept. However, in project mgement, project can
simply be described as a series of tasks that teds completed to
reach a specific outcome or goal within a specifiete frame. It is “a
temporary endeavour with a defined beginning andl @sually time-
constrained, and often constrained by funding ofivel@bles),
undertaken to meet unique goals and objectivesg;alp to bring about
beneficial change or added value” (Nokes (2012idd#r Group cited in
Project Management Book of Knowledge (Project Mamagnt
Institute, 2017) says it is “a related set of atiég and milestones with a
preset goal and time frame that is designed ag@ifgpevent and not an
ongoing process...a temporary endeavour undertakeretde a unique
product or service.”

The temporary nature of project proceeds from #ee that a project has
a definite start and end date. In the same veeuthqueness is because
the product or service is different from all simifaroducts or services.
A project can come either as a unique product i In other words,
there are different types of projects and agaimef/gou are carrying
out two similar projects, each is distinct and Iyplication unique.
They are also temporary and time-bound, as a rasudt not expected
that a project should last forever.

In another definition, Turner(2004) sees projectaas endeavour in
which human (or machine), materials, financial, akdowledge

resources are organised in a novel way, to underaknique scope of
work of given specification, within constraintsaist and time, so as to
deliver quantitative, qualitative, and consumeented product and
service. This definition makes us understand thptagect must have
deliverables that meet the needs of the customer.gsthere is an

outcome.

According to Harrison & Locke (2004), a projectisnon-routine, non-
repetitive, one-off undertaking, normally with diste (individually
separate and distinct) time, financial and tecHrpeaformance goals.”
The point that is being emphasised here is thajept® are not
undertaken just for the sake of it. Rather, prgjeate initiated and
executed to solve a problem or take advantage adpgortunity. For
example; the construction of a new library buildis@g project which is
aimed at providing a space to meet the informatjoe@ducational, and

2
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recreational needs of members of a community ofsydee it academic
or what have you.

It is also possible that a building can be built financial gains as we
have with rented apartments. In either case, thstoaction of a library
building or any building for that matter is a om@é, non-routine, non-
repetitive activity, and the project will have arstdate and a completion
date. You should differentiate a project suchhes from the routine
library operations that we carry out daily when veport to work.
Library operations or work operations in other origations that are
routine and form part of their daily activities amt classified as
projects.

Taking the example of a library building which ig@nstruction project,
we have to understand that every construction prageunique by itself
and will involve many activities such as clearimg tsite, pegging and
marking out the ground, construction of foundatjoae&. This is the
case with all building construction projects. Thatiaties involved in
constructing a building have to be broken down ag&eries of tasks that
on completion of the series of tasks, it will uléitely result in having a
physical building. That is why Najaragan (2012) sxdldat a project is
accomplished by performing a set of activities.olr example above,
the final goal or outcome is to have a library ting that is built
according to laid down specifications. Before thejgct can be deemed
successfully completed, therefore, the constructisimould meet
programmed specifications and should be completetinee and within
the budget allocated. If it does not meet the dpations, it cannot be
deemed successful. Be that as it may, projects dondéferent forms
and sizes. They range from the simple to the coxmpled can be
managed by any number of persons-- one personhondred persons
as the case may be. The more complex a projettiasnore resources
that will be required, be it human or material.

In the case of a building project, we can undetstaore clearly what is
meant by a series of activities that are involvexdinfthe table below

Table 1: Major Activities in Building A Custom Han
Event| Description Time | Preceding
(weeks)
activity
A Approve design and get permits | 3 None
Perform excavation/lot clearing |1 A
C Pour footers 1 B
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D Erect foundation walls 2 C

E Frame house 4 D

F Install windows 0.5 E

G Shingle roof 0.5 E

H Install brick front andsiding 4 F, G

I Install electrical plumbing, and0.25 | A/C
Heating and rough-ins

J Install insulation

K Install Sheetrock 2 J

L Finish and sand Sheetrock 7 K

M Install interior trim 2 L

N Paint house (interior and exterior) H,M

O Install cabinets 0.5 N

P Install flooring 1 N

Q Final touch-up and turn housé O,P
overto home owner

Source: Robbins, Stephen P., DeCenzo, David ACmdter, Mary

A good look at Table 1 above shows that the projeame is
“Construction of Custom Home.”

The hierarchy or series of tasks or activities Hratinvolved are labeled
A-Q, each with its individual description. The tirframe (in weeks) for

performing each activity is spelled out and thevétas that can go on
at the same time and those that must be completfeiebthe next one
can begin are also labeled. A delay in one taskstades to a delay in
the next task and will ultimately affect the contge date of the

project. In essence, when we are talking aboubggr it is important

that we know the specific goals of the project, thart date and the
conditions within which it will be executed. Itadso important to define
responsibilities, plan the budget, fix the end diatethe project, and

identify the parties that will be involved in exéitlg each of the tasks or
activities.

Another thing to note is that projects cost resesiin the form of men,
material, money and time and it is expedient thasé resources are
available for a project to be completed. It is diyumportant that all

these resources are properly allocated and managgdt the desired

4
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outcome or deliverable. Therefore, projects arallgan organised unit
with the aim of attaining a definite goal. Therealsvays time duration

for any project as well specification accordingthe needs of the end-
user. Each project is executed within a budget ithaeflective of the

specification and the expectation is that the mtoyeill be completed

within the projected time as well as meet spedifices. Anything short

of this is not desirable.

In summary, a project is the purposed outcome stingiof a series of
tasks/activities to be carried out within a spedifitime and financial
constraints. Therefore, there is recognition thatgets are subject to
constraints, especially funds, and this can affeet completion time.
Furthermore, projects vary in size and scope, ftloenconstruction of a
cathedral to an activity as seemingly mundane arsnrhg a wedding.

Let us consider another project, say a librarygubgsuch as automation.
This will also involve a number of steps within whimany activities
will be involved. So as soon as a decision is talkeautomate, all the
activities/steps from planning to implementatiorll wee outlined. This
will also require that time and resources are cdlsefplanned and
allocated. The project is expected to run withiecsfications and there
will be a need to monitor it as it goes on to esstivat it meets the
specifications. The project will not be consideseatcessful unless the
deliverables are according to specifications arso aheet performance
standards and objectives for embarking on it infilsé place. This takes
us to the objectives of projects.

Self-Assessment Exercise 1

Attempt these questions to measure what you hamtlso far. Thig
should not take you more than 5 minutes.

Which of the two is correct?

a. A project is completed by accomplishing a set dilvézes
b. A project is completed by properly defining the peo

3.1.1 Objectives of Projects

As observed, all projects have a set of objectigeals or missions. It is
only when the objectives are achieved that theegtaan be said to be
completed. As shown in the Construction of a Custdéome diagram
earlier, the objective of that project is to constra custom home. As
soon as the custom home is completed and cerafigght in terms of
functionality and performance, the project comesoend. The same
thing goes with your educational pursuit. You coetglit the day your
graduate because no one is expecting you to canéittending lectures
after your successful graduation from a course. diflg way you can

5
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continue attending lectures is if you gain admissinto another
programme or even the same programme. This timis, @& different
educational pursuit. That is why we say a projed & start date and an
end time. Therefore, the objective of a projectet®s on what it is
meant to serve and also the requirements of thentcliGenerally,
however, Sindjuha (n.d.) has outlined three projebjectives as
discussed below:

(1) To Ensure Function or Performance:

Every project has its objectives. The project otiyjes outline the

project’'s goals and aims. The type and size ofagept will determine

the objectives therefore, one project can have gust objective while
another project has several objectives that coalddmpleted at various
times in the course of executing the project.

Project objectives should be practical and impleiagie and limited
within the scope of the project.

As observed, every project has its end-user. Tlieuser makes his
specification according to what he wants. Thereftie final result of

any project must satisfy the requirements of thekeser. If for instance,
the end-user wants a block of offices for leasitigg project has to
produce a block of offices for leasing at the emda and nothing less.

Not only that, the building must satisfy the spiecif standards for
performance, reliability, and safety. In other warthe block of offices

for leasing should not only be the final outcomet &t the end of the
day, it is important that in terms of function arfprmance, reliability

and safety, the project is delivered to satisfyrdopirements of the end-
user.

(i)  To Ensure Containment of Expenditure within Budget:

Project management aims at containing expenditurthinw budget
because project execution is costly in terms obueses. Ensuring
containment of expenditure within budget is a pebg@bjective.

At the planning stage, every effort is made tocitteosts to activities.
This gives an idea of the entire cost of the proj&aring serious
unforeseen circumstances, it is expected that gijare carried out
within the stipulated costs or something very clasé&. This is a very
important criterion for project success. In our rapée of a block of
offices for leasing, it is obvious that this is@mmercial venture. If the
development costs of the building exceed what heenlplanned, it
means that the project owner would have to leas®ffices at a much
higher cost than planned so that he can recoumiiia expenditure.
However, increasing the cost of leasing may notaveurable because
there are other competitors in the business. Toergeif his block of
flats is charged far above the prices charged bycbmpetitors for the
same product, it will affect his business. Thisvisy it is important that
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projects are completed within their budgeted co#tsis also why
containment of expenditure within budget is on¢ghefobjectives.

(i)  To Keep to Project Time Scale

We have mentioned that projects are put on a toakesThe successful
completion of a project within the time scale ispontant. This is
important to ensure not only that the project does overshoot its
budget but also so that it can be put into useiwithe time planned.
Assuming the end-user or project owner was targesintime within
which if he sells he will make the most gain, itingportant that the
project is fully developed and ready for the mankéhin the stipulated
time scale. This is also true of other kinds ofjgcts be it products or
services. This point is important if the projectoise that has a known
peak period of the business. Therefore, a majoeabibe of a project is
to see that it is executed within the stipulatedetiscale in order to
remain within budget as well as meet the needid@xecution.

|

End User

Y N\

Time Cost

Fig. 1  Triangle of Project Objectives

Self-Assessment Exercise 2

Attempt these questions to measure what you haamtlso far. Thig
should not take you more than 5 minutes.

A project is a routine, repetitive, indefinite umding... a. True b,
False

3.1.2 Types of Projects

It is important to consider the different types pbjects in existence
because in many cases when the word project comasaidiscussion,
what normally comes to peoples’ minds is constamctiwork or

construction site. However, that is only one tygepooject in the

classification of projects.

Projects can take any form or shape. For instatheedevelopment of
software for an improved business process, the tearti®n of a
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building, the relief effort after a natural disastihe expansion of sales
into a new geographic market are all examples ojepts (Project
Management Institute Book of Knowledge, 2021).

While appreciating that there are different typéprojects according to
their unique classifications, the classificationgtlined by Nagajaran
(2012) and Sindhuja (n.d.) will be discussed agtkerhere. Nagarajan
(2012:7-9) classifies projects under six headirgygoHows: (i) based on
the type of activity; (ii) based on the locationtb& project; (iii) based
on project completion time, (iv) based on ownersv based on size,
and (vi) based on need. These are discussed below

Based on the Type of Activity

Under this classification, projects are furthersslied under two broad
headings: industrial projects and non-industrial developmental
projects. An example of an industrial project imanufacturing project
set up for the production of some goods. Underindastrial projects,
we talk about projects such as health care prqjétigation projects,
water conservation projects, pest control projgetsservation projects
and so on. Non-industrial projects are usually atet by the

government and they are concerned with betterirgg lives of the

generality of people in the society. Although threducts of such non-
industrial projects cannot be quantified in ternistamgibles such as
goods as we have in manufacturing projects, theywary important for
the welfare of people and the general developmeat dociety. An

electrification or water project will serve the pose of providing light
and water respectively to the citizens. This imtbetters their living
conditions and enables them to be more productiviheir individual

pursuits.

Table 2. Difference between Industrial and Develeptal Projects

Dimension Industrial Project Developmental Project

Scale of Project Limited Large

Promoters Entrepreneurs arGovt, Public sector,
Corporates NGOs

Investment High

Gestation Period High

Profitability High, Considered onModest, Considered on
IRR ( Internal Rate of ERR (Economic Rate
Return) of Return)

Finance Stringent debt equity Operates on higher
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norms debt equity norms
Source of Fund National stock International

markets and fromorganizations like

domestic financial World Bank, IMF,

institutions ADB, DFID and others

mostly as loan, yet
times providing for
some grants.

Interest rates andMarket rate and thgVery low for borrowed
repayment period: | repayment period isfunds and the
generally 7 to 10 yearsrepayment period
extends up to 25 years
and even beyond.

174

Source: https://www.manage.gov.in/studymaterial{sdv.
Vi. Based on the Location of the Project

In this category are projects that can be claskifie national projects
and international projects. As implied, nationaljpcts are set up within
the national boundaries of a country, while intéioral projects are set
up by one country in other countries. Furthermorrnational projects
may be set up by the government of a country ahbyprivate sector of
a particular country in another country. Note tltla¢ handling of
international projects requires more expertise gnedter efforts because
they involve higher risks in terms of proportion damprocedural
formalities that are involved since they are in&ional in nature. Some
examples of international projects include:

o Setting up fully-owned subsidiaries abroad

o Setting up joint ventures abroad

o Setting up of projects abroad by way of mergersaogluisitions
iii. Based on Project Completion

Projects can be classified based on constrainth sag project
completion time, and based on that, they can bssified into two
types: normal projects and crash projects. Normajepts are projects
in which there is no constraint of time. In otheyrds, they are not time-
constrained or bound and so are not necessarilygriss to be
completed within a specified time. That is to sagwttthere is no
compelling reason to rush or complete the projaca given date.

On the other hand, crash projects are those that ttabe completed
within a stipulated time, sometimes at the costinmurring higher
project costs. For example, the Federal GovernmantNigeria

commissions a dam rehabilitation project which ta$e completed
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before the next rainy season. This is a crash grdjecause it must be
completed before the coming rainy season to ertbateany envisaged
disaster in the rainy season is averted. The fax is that the project
was embarked on to forestall an impending disakigng the next rainy

season. So, the project has to be completed anchissoned before the
next rainy season. Therefore, if it is not completathin the planned

time, it has failed to achieve the expected end.

vii.  Based on Ownership

Here, projects are categorised into three groupgate sector projects,
public sector projects, and joint sector projeétqrivate-sector project
as the name implies is completely owned by priyatemoters and
investors. The major objective for establishingiagie sector project is
profit maximisation given that they are funded biwate investors who
are interested in recouping not only their investimeut also gaining
some good financial returns.

Public sector projects are owned by the state eegonent (federal,
state or local). The major objective of executinplc sector projects is
the government’s obligation to undertake developgnpenjects. Public
sector projects vary from country to country depegddn the kind of
economic system that is run in the country. Fotaimse, in a purely
capitalist economy such as that of the United StateAmerica, there is
hardly any public sector enterprise except those¢ toncern defence,
public utility services etc. On the other handmixed economies such
as the kind we have in developing countries, botliape and public
sector enterprises exist.

In Nigeria, public sector enterprises include Nige Ports Authority
and Nigerian Broadcasting Corporation. In sociaisbnomy, public
enterprises dominate the economy and are actualiijqoproperty. Note
that an enterprise is considered a public enterprisen the state or any
other national, regional or local authority holdéesownership or where
the majority of its capital and the enterprise @aneler the control of the
government.

Joint sector enterprises are those in which theeosimp is shared
between the government and private entrepreneuns. dverriding

interest of the government in venturing into jog@ctor projects is to
make use of the managerial talents, entrepreneaapdbilities, and
marketing skills of the private enterprises. Theref projects can be
undertaken by these enterprises and are said tawhed either by the
government or private based on the ownership oétiterprise.

viii. Based on Size

10
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There are three types of projects under this cayegmall projects,
medium-sized projects, and large projects. Sizhigisense is expressed
in terms of the amount of investment that is reeplito fund the project.
The investment limit for the different categories projects is
announced by the government, and the investmenthigct to periodic
reviews keeping in mind such things as inflationd ahe decision to
offer certain incentives to projects categorisedsamll, medium, or
large.

iX. Based on Need

This categorises projects based on the need tkeegeaup to meet. They
include

New Project: This is a project that is conceived and implemerited
satisfy customer needs. This occurs when a compatiges a gap in
customer needs that should be filled and apprepstps are taken to
fill that gap. For instance, a quantity of a pradaicservice that is being
provided is no longer able to meet market demamel,company goes
ahead to increase the quantity that is suppliezdiotee the gap.

Balancing Project Generally, projects do not stand alone. They
actually have many product units that are linkethvane another. In
this case, all the projects are able to servicé edloer in one way or
another in the sense that the output of one pramluainit exactly
matches the input required for the next productioi. This ensures full
utilisation and maximisation capacity of all the@guction units.

Diversification Project: This is a situation where an organisation
initiates and implements a project that will entdikir adding new
products or services to the already existing oireshis case, they are
diversifying their products or services to inclutewv businesses. Let us
say a company was producing cars and later redhs¢sadding a steel
manufacturing plant will help them to save cost armlease the number
of cars they produce, they set up a steel manufagtyplant which is
now a subsidiary company. In this kind of projemipsidiary projects
are implemented to service a major project in orglemaintain or
balance the production capacity.

Expansion Project: This is a project that is implemented to increhse t
production capacity of an organization. Let us 8&y current carrying
capacity of a company that produces cars is siehyoles per annum but
they wish to increase to one hundred vehicles pemum. The
management will go ahead to enhance the capacthegblant so that it
can produce the desired number of cars within émeestime.

Modernisation Project: This is a project that is implemented by a
business to retool or upgrade already owned praziuetquipment in a

11
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production plant so as to meet the technical staisddn this case,
newer technologies are in existence and the compaayes to upgrade
its equipment to meet the current standards. Taha® also, the job
skills of the existing employees will also be imped through training
to ensure that they are in such a condition to apemupgraded
equipment. In this way, the plant is positioned dompetitiveness and
future growth. In other words, there is recognitibvat technological
innovation is a continuous process so equipmentséild are upgraded
to enhance productivity.

Replacement Project: In this situation, there is a noticeable
underproduction as a result of some old and agguipenent. Also, the
repairs and maintenance cost of machinery is rigimgj increasing the
cost of production. At this stage, the companyisealthat replacing the
old and aging machinery would make more economigseseand
embarks on a replacement project. In this casg,dltemachineries are
replaced with new ones.

Backward Integration Project: In this case, a company expands its
role so as to acquire a company that it formerlyesheled on for some
inputs. In other words, they depended on the comphay seek to
acquire for supplies of the products and servited they themselves
need for their production. They buy up the compang it becomes part
of their own organization. Therefore, they will henger require to
procure that item or supplies from outside thegamisation.

Forward Integration Project: In this case, a company decides to own
and control business activities at the end of r=lpction line. This is
done after the organisation is fully satisfied timeiuding new business
will be profitable.

For instance, a company that produces clothingused to supply them
to boutiques for sales might decide to own a lihéautique outlets to
which they supply their products. In essence, rathan depend on
other sales outlets, they now have their own anal deectly with
buyers. This is a value-adding service.

Types of projects as classified by Sindjuha (nglhased on the content
of the project. Here four types of projects ardincsly identified (1)
manufacturing projects; (2) construction projec{8) management
projects, and (4) research projects. They are ewglebelow

Manufacturing Projects: The sole objective of many organisations is
the manufacturing of products. A manufacturing picidis one where
the end result is the manufacture of products ardgo For instance,
projects such as building a ship, vehicle, comptand so on are all
manufacturing projects. Manufacturing projects aoften very
demanding, costly, and time-sensitive. To succaedthis type of

12



LIS 412 PROJECT MANAGEMENT AND EVALUATION

project, it is important that there is close atimmtto detail as well as
experienced management to oversee the jobs thhearg done.

Construction Projects A construction project is one that results in the
erection of buildings, bridges, roads, tunnels,. ekdining and
petrochemical projects can also be included inghasip.

Management Projects: Management projects do not necessarily
produce a visible or tangible result as you woultéh in either a
manufacturing or construction project. By this, mean that you do not
necessarily see a physical product. But the aclmewe of management
projects also aims at an outcome and if such pi®jere not
successfully implemented, they can result in arratpmal breakdown
for the organisation. Management projects enableo@anisation to
function more efficiently in the desired direction.

For instance, the development and introduction okw classification
scheme that will make the library material easied &aster to classify
can be considered a library management project.alylment projects
can also be the design and testing of a new compatekage, and
relocation of a company’s headquarters among ath&lisof these

projects involve the management coordination oeaes of activities
before a successful outcome can be achieved.

Research Projects Here a researcher proceeds on a scientific
endeavour to answer a research question(s). Thextolgs of research
projects are often difficult to establish, and tesults are not always
predictable. However, they seek to determine som&wers to the
questions that bug the mind of the researcher.&elsgrojects include
student projects and projects carried out in retedaboratories and
research institutes.

Self-Assessment Exercise 3

Attempt these questions to measure what you hamtlso far. Thig
should not take you more than 5 minutes.

A manufacturing product produces tangible delivegab True
False

3.1.3 Project Performance Dimensions

There are three major dimensions that define th&mpeance of any
project. These are scope, time and resource or. ddstse three
parameters are both interrelated and interactives adepicted in the
figure below
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Time Cost

Scope

Fig.2: Project Performance Dimensions (Source:shitpww.academia.edu/)

From the figure below, it can be seen readily thatthree dimensions
are interrelated and interactive to the extent thahange in one, will

most definitely affect the other. To illustrateghassuming that there is
a change in the project scope, it will require et project completion

time be extended and this will invariably entaikttithe project cost

would go up.

On the other hand, if there is a reduction in tirine scope and cost
would also have to be reduced. In the same veihgeife is any change
in cost, it will also reflect in scope and time.eTmplication is that to
successfully complete a project, there is a requerd that specified
goals be accomplished within the scheduled timebarmet. In essence,
the performance of a project “is measured by thgreketo which these
three parameters (scope, time, and cost) are athidMathematically
Performance = f (Scope, Cost, Time). In managenlitgarature, this
equilateral triangle is also referred to as the &@y Triangle” of the
project” (https://www.academia.edu/, n.d.).

Self-Assessment Exercise 4

Attempt these questions to measure what you haamtlso far. Thig
should not take you more than 5 minutes.

Which one of these is not a project dimension: TiBepe, Task

3.1.4 Characteristics of Projects

Having defined the concept and types of projedts, iext important
thing is to look at the characteristics of projects Eighteen
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characteristics of a project have been highligltgdlagarajan (2012: 3-
4) as discussed below

<> Project Life cycle

Every project has a life circle. The project lifgcle includes the steps
that the project manager has to take to succegséubcute a project
from start to finish. The life cycle comprises fiolowing stages which
include:

Conception stage : This is the conception of tlugegt ideas.
Design stage : Detailed design of different progretas are worked out.

Implementation stage ; Project implemented in lingth
comissioning stage Project is commissioned after
implementation. Commissioning signals the endofiié cycle.

What is being explained here is that every projeas a life cycle
however, the life cycle of a project does not stdren the work begins.
Rather, it starts from the time the idea is cone@ivAs soon as the idea
is conceived, the next thing is to begin to deafirthe stages that are
involved in the project in the manner they will [a. Then the
implementation starts using the design that hadh baelined. This
continues until the project is completed. As sosntas completed and
certified to have met all the requirements as pediin the design, the
project is commissioned. The commissioning marlsedhd of the life
of the project.
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Fig. 3: Project Life Cycle adopted from Shraddnal.)
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Definite Time Limit: Every project has a definite time limit/line.
Projects are not meant to continue indefinitely afier they are
completed, there can be maintenance exercisegjasa@. Note
that maintenance work is not considered a projecabse while
maintenance is an ongoing process, the projectf itsenot
continue forever.

Uniqueness: Every project is unique and no two projects are
similar. Let us say that two libraries are beingqistaucted in
cities A and B. Construction of a library buildimgsay city A is
not the same as the construction of a library lmgidn city B
even though the two projects are about buildingpaty and so
similar. In fact, they are unigque in themselves egivthe
differences that exist in the owner organisatiangastructure,
location, technical specifications and the peopk &are behind
the projects among other things. So, similarity sloet imply
that the projects are the same.

Teamwork: Normally, a project consists of diverse areas of
specialisation. Each specialised area will haveplgedhat are
specialised in it. For example, in a building pobtjemasons are
specialised in their area and ironworkers (bendeesspecialised
in theirs too. Even in the area of library automafidifferent
expertise will also be required including librasansystem
programmers etc. depending on the skills the ptajequires.
Therefore, any given project calls for the servioEsxperts from
a host of disciplines/expertise. Co-ordinationtoé tliverse areas
calls for teamwork. Without teamwork, the projestbound to
suffer.

Complexity: Just as projects have diverse areas of expertise, s
also, they have complex sets of activities relatmgach diverse
area. Factors such as technology survey, chodseggdpropriate
technology, procuring the appropriate machinery agdipment,
hiring the right kind of people, arranging for fir@al resource,
execution of the project in time by proper scheduyliof the
different activities, etc. contribute to the conyitig of a project.

Sub-contracting: The complex activities and functions of a
project often warrant that some activities are wstéd to sub-
contractors. This is done to reduce the complexitthe project.
Sub-contracting some functions and activities ezsfal project
manager to co-ordinate the remaining activitiesthed project
more effectively than he would if he were to handiemanage
every aspect. Generally, the extent of the complefia project,
determines the extent that is sub-contracted. $ulracting is
especially helpful if the sub-contractor is speased in the



LIS 412

D)

PROJECT MANAGEMENT AND EVALUATION

activity. This further helps to improve the qualdj the project.

The sub-contracting is based on the fact that garesation may
not be involved in all the activities that a prdjesquires to be set
up or it is more economical to sub contract thpeat

Risk and Uncertainty: There is no risk-free project even if in
some cases, a project appears risk-free. To thahexisk and
uncertainty go hand in hand with projects. Somé&sriare not
noticed immediately and so a project will appeayeand risk-
free but the risk may appear later. The projectagan may have
made some good forecasts to avert risks but he mateisave all
the power to ensure that everything stays on coacserding to
the forecast. There could be unexpected events asichsudden
change in government, change of policies, inflate&in. which
occurs and makes initial calculations wrong and endke
forecasts/projections meaningless demanding thgbke back to
the drawing board.

Customer Specific Nature: A project is always customer-
specific. This is in consideration of the fact thbadducts/services
offered by an organisation are customer-orientdokrdfore, the
interests and choices of products/services offetgd an

organisation are made to meet the needs of theroesfs) and
any project that is being carried out must be tado
appropriately.

Change: While it is customary to put a life span to a pobjet
should be noted that the life span is not rigida@ies occur
throughout the life span of a project. This caseaas a result of
environmental factors. The change could be minawrhich case
it may have very little impact. It may also be nrajm which
case, it will have a big impact and may even chaigevery
nature of the project.

To buttress the point above, it could be that @ertachnology or

D)

equipment had been proposed to be used at theipiastage.
But during implementation, better and more effitiemnes
became available. The rational thing to do woulddswitch to
the latest technology. This is informed by the n&edkeep the
project up to date. This can affect the life spérthe project
considering the lapse in the period between progurand
installing the new equipment.

Response to EnvironmentsProjects take shape in response to
environments. For instance, countries set up pt®jecresponse
to environmental needs. Projects that do not také i
consideration the need of the environment will miksly end up
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as white elephant projects. We have a lot of abaediovhite
elephant projects in Nigeria.

D)

o Forecasting: There is always competing interests and forecasting
the demand for any product/service is importanany decision

to initiate a project. If the forecast gives postindications, the
project is taken up for further study. In esserioggcasts must
be accurate and based on sound fundamentals.

X Rational Choice: The decision to embark on a project among
many other competing interests must be based ameghtchoice.
This is because a project is a scheme for inveséagurces. So,
in the midst of the available avenues, it is imaottthat a
rational choice is made.

For instance, let us assume that there is a neatkfeeloping the health
sector, and also a need for building a recreatioeatre. Given
that both projects will demand huge resourcesntbst rational
choice among the two should be made based on th& mo
compelling need at the time.

> Principles of Succession:lt is not possible to fully know
beforehand how a project is going to be implemenkddre is
known about the intricacies of a project as it pesges. As a
result, project components get modified and firalis
successively with the passage of time as the pgrpjegresses.

<> Optimality: Projects are aimed at developing the economy of
organisations. That is why they must ensure thamal choices
are made in deciding what projects to carry outalincases,
resources are needed to execute a project andcesare scarce
and have a cost. It is important that there isnogtiutilisation of
available resources as wastages can be costly.

> Control Mechanism: All projects will have pre-designed control
mechanisms to ensure completion within the spetifiene
schedule, within the estimated cost and at the saneachieve
the desired level of quality and reliability.

X Multidisciplinary: Projects are multidisciplinary in nature. As a
result, no project can be executed without the o&ethe
knowledge and expertise of different kinds of peopl

X Conflicts: The multidisciplinary nature of projects also means
that multidisciplinary teams are used. Multidisziply teams are
characterised by conflicts. Conflicts may arisenssn members
of the project team and those members of the osgdaon who
are connected with the project and even among membke
project teams. For instance, a project that hasjeg team from
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within the project organisation and another tearamfrthe

subcontracted specialist. There may be tensiondsgtwthe two
project teams. Moreover, projects constitute a imgeqtlace for

different stakeholders such as project owners, nti@s,

contractors, users, opponents and public authsrifiese can
have shared or conflicting interests — often a daation of both

(Olsen, 2006).

> Part of a Larger Programme: Projects are part of a larger entity
called “programme.” Many projects put together cioe a
programme. For instance, building a steel plard rogramme
that has many interrelated parts called projedt® donstruction
of many projects is also considered a programmk individual
projects. Take for example the construction of atate. There
are many buildings involved. Each building is ajpco while the
sum total of the projects is a building programr@are should
also be exercised to differentiate projects fromerapons.
Operations are the ongoing repetitive activitiest tare carried
out in an organisation to keep the place runnina library, you
have operations such as circulation, administragitan They are
repeated every day as part of the activities tlesipka library
running.

Self-Assessment Exercise 5

Attempt these questions to measure what you haratlso far. This
should not take you more than 5 minutes.

The project life cycle does not include the implatagion stage:
True False

3.1.5 Project Selection/Criteria of Choice

Oftentimes, an organisation is faced with the @rale of selecting a
project to execute out of the myriad of needs. @mrgg that projects
require resources in terms of money and men itilnesamperative that
a choice has to be made between the competingaititezs. This has to
be understood from the perspective that organissitare interested in
projects that will align with their objectives, aifdsuch projects are for
business, one that will increase their overall ipabflity. In order words,

no organisation will invest in any project that hthe possibility of

pushing them into incurring a loss. This is whyesébn is an important
element of project management. Let us considemtlirsthe example of
a library. Assuming there a is need to furnish wa thierary building and

another need to install or build a library anneattBprojects are capital
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intensive therefore; the library management mustkema choice
between the two projects since resources are erhaustible.

Meredith and Mantel (2010) define project selectaan“the process of
evaluating proposed projects or groups of projeats, then choosing to
implement some out of them so that the objectivesthe parent

organsiation will be achieved.” Another definitisays that project
selection is a process to assess each projecianaelect the project
with the highest priority (Pacific Invasive, n.dTjhe definitions further
reinforce the point that the whole purpose of erkingr on project

selection is to be able to choose the most impbrtart of other

competing interests. The decision to choose onggror a number of
projects out of many is not an easy one. As a tesoie criteria have
to be borne in mind to do it objectively.

Some criteria that have been articulated by Mardiag& Mohan
(2021) include:

> Strategic Alignment with Business GoalsThere is no business
that does not have its set of strategic goals, fanete vision, and a
mission. This is necessary to give them a senskre€tion toward the
path to success. All projects that an organisatieeks to embark on
must be strategically aligned to its goals. Thill ensure that they stay
on course and prevent any temptation to go intlous expenditure as
they allocate their resources judiciously. Havihgs in mind will also
keep an organisation from wasting time and effortemdeavours that
steer them away from the organisational objective.

> Assessment of Resource Capabilities and Availabyit This is
yet another consideration. Even where some projexte the potential
of aligning to the organisational goals or objeetivn the future, there is
a need to assess the personnel on the ground empbtish it. Projects
require both man and material for execution. Itherefore, necessary to
ensure that the personnel on the ground have thacity to deliver a
quality project successfully. This is termed assgsshe resource
capability matrix using an appropriate tool. Orite &ssessment is done,
they can make a decision on whether the projefgasible to continue
with or not.

> Evaluation of Potential Risks: Risks and threats are associated
with projects. It is therefore the responsibilitiytbe project manager(s)
to decide if the risk and threats can be mitigatedot. As soon as the
project managers measure the resources that ateldedo execute the
project, the next step is to diligently evaluate thotential risks they
might face. An initial risk assessment helps tstfunderstand if it is
a high-risk or low-risk project based on pre-ssk @ppetite. In case it is
a low-risk project, managers can even form a cgeticy plan well
ahead of the curve to prevent future bottlenecks.
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> The Impact on Customer Satisfaction and Brand Loydl:
Another pertinent consideration is the impact that project will have
on customer satisfaction and brand loyalty. Lereraember here that
every organisation, whether they are into manufauafy construction,
service etc. has a customer base and brand to amaiftecause there
are other competitors in the sector, maintainind) ataying relevant
during the ongoing market uncertainties is of utmgportance. That is
only possible when the clients are happy with amaly svith an
organisation for a long time. The questions thagdn® be addressed
are:

o] How will the final output of the project solve thexisting
problems for the client?

0 Will the project improve the client’'s perception tfe firm’s
products and services?

Once a consensus is reached and it is believed tilegproject can
enhance customer satisfaction and improve braraltiothat might be a
pointer to the right direction to take up the pobje

> Data Availability and Expected Revenue:This is concerned
with finding out if there is enough data availabtethe project and, if
not, is it possible to collect data from varied m@s? When working on
a project and the essential data is in place, imeiding it at the right
place and the task becomes easy. In the absenedewtint data, the
tendency is that resources will be spent over g loeriod in gathering
the right information, analyzing it, and then implenting it. Where
there is limited data available, the possibility mhdering a project’s
progress is increased.

Along with this, there is a need to ensure that R@ or Return on
Investment is calculated based on the approximedgdnue that the
project is expected to generate. This is a vergiatactivity since it is

not wise to use resources, skills, time and effartd the company’s
finances on alow-revenue generating project. s tls not done
properly, it will lower profitability and also keefive organisation from
taking up a higher revenue-generating project. Mama follow

a benefit-evaluation model to calculate this.

Self-Assessment Exercise 6

Attempt these questions to measure what you haamtlso far. Thig
should not take you more than 5 minutes.

Project selection is concerned with team selectidnue False

4.0 Summary

The foregoing has highlighted the concept of prpjegpes, and
characteristics of projects. Project selection anteria for selection
were also examined. Some salient points have kssad:. The bottom
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line is that every project is meant to serve a psep Unless the purpose
of a project is met, it cannot be deemed to beessfal. Furthermore,
projects come in different types and sizes. Alspjwo projects can be
said to be the same because they are unique irs tefranvironment,
resources, objectives, etc. Projects are also teampand must have a
start date and finish date. The objectives of gegtowill determine the
approach to be adopted in executing it. All said done, if a project
does not meet the specifications, budget, and im@eit will not be
considered successful.

5.0 Tutor Marked Assignment

1. What do you understand by project activities?

2. Name and explain at least five characteristics pfogect.

3. Outline and explain four types of projects as oetli by
Nagarajan.

4. Mention and discuss four criteria in project setatt
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Possible Answers to Self-Assessment Exercié8AEs)

SAE 1 A (Byaccomplishing a set of activities)

SAE 2 True
SAE 3 True
SAE 4 Task

SAE 5 False

SAE 6 False
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Unit 2 Concept of Project Management

Contents

1.0 Introduction
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3.0 Main Content
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40 Summary

5.0 Tutor Marked Assignment

6.0 References

1.0 Introduction

Having laid the foundation by explaining the congefypes, and
characteristics of projects and selection and raitéor selecting a
project, we will now focus our attention on the cept of project
management. It is important to note again thatgmtommanagement is
not an exclusive domain of the construction indusir manufacturing
companies as some erroneously assume. Today, masinels
organisations employ project management in manyedaspof their
business, such as innovating a new product orceeand implementing
new processes and so on. The aspects of the bsismagich project
management is employed are not only treated a®gsoput are also
managed as such. When an organisation adopts proggtagement in
executing its internal operations it is said to &teuctured around
projects (Nagarajan, 2012).

It is also important to note that while there isrgmasing recognition and
use of project management today in achieving osgaioinal goals, the
concept has been with us for a long time. For me#aalthough it may
not have been specifically identified as projechagement at the time,
the truth is that famous projects such as the Egyppyramids were
executed using project management approach. Thibesause it
involved the use of men who performed activitieshwm time, budget
and according to specifications, and under someageml supervision.

2.0 Intended Learning Outcomes (ILOS)

At the end of this unit, you will grasp the concept project
management. You will also learn about the objesti@ed principles of
project management as well as the project managgmecess.
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3.0 Main Content
3.1 Definition of Project Management

Simply put, project management is about using nmeh rmaterials, to
carry out successfully, a series of tasks or awtwithat are associated
with a product or service, according to specifmasi, and within a
specified time period. It is “the task of gettingetactivities (project
activities/tasks) done on time, within budget, aadcording to
specifications (Citeman, 2010).” It is “an orgamzeventure for
managing projects...that involves the scientific agilon of modern
tools and produce desirable outputs in accordandéh wihe
predetermined objectives within the constraints tmhe and cost
techniques in planning, financing, implementing, mmaring,
controlling unique activities or tasks” (Aakanksi@&a Shah, 2010).
Project management is the discipline of planninganizing, securing,
managing, leading, and controlling resources tdeaehspecific goals
(Nokes, 2007).

It is “the application of a collection of tools amechniques...to direct
the use of diverse resources toward the accompéishmof a unique,
complex, one-time task within time, cost, and gyaionstraints (Olsen
cited in Project Management Institute, 2021). Eaakk requires a
particular mix of these tools and techniques stmedt to fit the task
environment and life cycle (from conception to cdetipn) of the
task."BridgeGroup (n.d.) further defines project nagement as the
methods and disciplines used to define goals, @t@hmonitor tasks and
resources, identify and resolve issues, and contstis and budgets for
a specific project.

The concept is also defined as “the applicatiorkmdwledge, skills,
tools, and techniques to project activities in ortte meet or exceed
stakeholder needs and expectations” (Darwish, 20Fpm the
definition by Darwish, we are made to understanat tproject
management requires some knowledge, skills, taoid,techniques that
must be brought to bear on a project for a sucaksstcome.

The purpose of project management is to minimieatain or counter
the risks, and organise and direct the resourcethaothe project is
finished in time, within budgeted costs, and witle functional or other
design objectives fulfilled (Sindjuha, n.d.). Incdlmer definition, Project
Management Institute (2021) defines project manageras “the use of
specific knowledge, skills, tools, and techniquesl¢liver something of
value to people.
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Furthermore, Project Management Institute defimegept management
as a methodical approach to planning and guidirgjept processes
from start to finish. It is the method of plannitige plan. It starts with
project definition and ends with goal achievement.

Going through the definitions carefully, you witiotice that there
cannot be any project management without projeantsl, projects are
executed using men and materials such as finarstevdinalso involve
the use of knowledge, skills, and tools to enshegt expectations are
met. The project manager is responsible for enguhat all this is done
successfully.

To further understand what project managementliabalut, it may be
necessary to use an illustration that is very feamtb us. Let us take the
example of schooling to drive it home. In this cage see the pursuit of
education as a project even though it may not seembvious. The
truth remains that every student undergoing aneadprogramme can
be deemed to be involved in project management. Yéuymay ask?
Your academic journey which can be termed a prgtsted at the time
you first made up your mind about what course ot Thereafter, you
began to plan/prepare and eventually sat for amskquh the Joint
Admissions and Matriculation Board examinations daalify for
admission. The date you begin your educationalyueos project can be
termed the start date of the project. Once you lgaveed admission and
completed your registration formalities, you fouadt that there are
expectations that are arranged in levels (1, 2, 8nd 5 or 6 as the case
may be).

Your levels are arranged according to a seriesasikst and activities
(courses, lectures, quizzes, seminars, projects) ghich must be
completed and achieved to qualify you for the néstel. Your
examinations are the project evaluation while yguaduation is the
project completion/date. Any student who seeksclueve the desired
outcome must work according to the specificatigxso, there has to be
funding for all that is concerned with schoolindiefefore, the whole
process of you managing all that goes into a ssfcegsducational
outcome from start to end can be deemed projecagenent, and you,
the project manager.

Self-Assessment Exercise 1

Attempt these questions to measure what you hamtlso far. Thig
should not take you more than 5 minutes.

Project management approach guarantees organelasioccess:
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True False

3.1.1 Importance of the Project Management Approach

We have established that the basic reason foaimgj any project is to
accomplish some goals. Also, although there isule that says that
project management must be applied in executingoge@, however,
the need to focus the responsibility for the prbjen an individual
known as the project manager and a small group led®evn as the
project team makes it necessary to organise theataa project.

In essence, organising tasks as a project makesctmuntability and
efficiency because the project manager and his &&@mow entrusted
with the responsibility to execute it. In suppoitlus, Basics, (n.d.) has
outlined some benefits of adopting the project ngan@ent approach in
project execution including

1) Project management approach will help in hagdtomplex, costly
and risky assignments by providing an interdisogly approach to
handling the assignments. This stems from thetfaadtprojects usually
require multidisciplinary expertise or teams foeithexecution. This
implies that not one single individual has all teepertise needed to
execute a project successfully;

2) Project management approach helps in handlisggrasents in a
specified time frame with definite start and contiple points. This is

possible because even before implementation, allstages that are
associated with the project are carefully planneth wesponsibilities

and roles as well as the duration of each clepdygitied.

3) Project management approach provides task atientto personnel
in an organization in handling assignments. As imeet, because roles
and responsibilities are clearly defined accordiogthe expertise of
work teams, each work team understands not onlyt vithay are
expected to do, but also how they are expected it d

3.1.2 Project Management Objectives

Like any other purposeful and productive engagemeirbject
management has some objectives that are derivadre it. Clarizen
(2020) has outlined at least five of them as foow

o The successful development and implementation loprlject

procedures: Irrespective of its size, there areast five equally
important stages in the project life cycle: Inioat, Planning and
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Design, Construction and Execution, Monitoring a@dntrol,
and Completion. A successful project is that inchhall stages in
the project life cycle are successfully smoothly dan
uninterruptedly carried out.

. Productive  guidance, efficient communication and t ap
supervision of the project’s team: No project can dxecuted
without a team(s) of workers. Also, in many progedhere is a
multi-disciplinary work team. The work team is ecii#ng factor
in the success or failure of a project. Therefognod
communication is an important element in projechagement. It
is the objective of project management to ensuat there is
good, smooth, clear, unambiguous, and complete coruation
in a way that all concerned are able to underst@hd.ability of
all to listen and receive constructive feedbackalso key in
communication.

o The achievement of the project's main goal withire tgiven
constraints: The most important project constraanés Scope in
that the main goal of the project is completed initihe
estimated time while being of the expected qualitg within
the estimated budget. Staying within the agreed itdions
always feeds back into the measurement of a pisject
performance and success.

. Optimisation of the allocated necessary inputs attekir
application to meeting the project’s pre-definegectives, is a
matter where is always space for improvement.

Project management aims to ensure that all ressutttat are
provided for project implementation are fully andnkeficially

allocated and that they are deployed in such aasgatp achieve
pre-set goals. It is also the objective to enshed the human
resources are fully utilized towards achieving pobjgoals. That
being the case, it also aims to see that all impedts against the
full actualization of a successful project are &dded. According
to Clarizen (2020), project management ensures tadt

processes and procedures can be reformed and epgrad
enhance the sustainability of a project and to l&dael team

through the strategic change process.”

. Production of a complete project which follows tkkent's
exclusive needs and objectives: Projects are imgrided to meet
the needs of the end-user. At the planning stégeobjectives of
the project are presented. It is an objective ojgmt management
to ensure that the project as implemented and categbimeets
the needs of the end-user/shareholders. There mayreed to
shape and reform the client's vision and possiblydify the
project objectives, but this must be done with khewledge and
consent of the end-user. The goal is to succégsfoimplete and
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deliver a project that meets the specifications aadds of the
end-user or stakeholders.

Self-Assessment Exercise 2

Attempt these questions to measure what you haamtlso far. Thig
should not take you more than 5 minutes.

One of the objectives of project management ioptenisation of
allocated project resources: True False

3.1.3 Project Management Process/Steps

Project management is not carried out without amgught to the
process. This is because the process helps toogie and guidance in
the execution of any project. To that extent, tteeesome steps that are
important to project management. Some processps/dte project
management as explained below include 1. Scopind?léhning, 3.
Estimating, 4. Scheduling, 5. Organising, 6. Dirggt 7. Controlling,
and 8. Closing.

Scoping

Scoping in project management is concerned wittnggiboundaries for
the project by clearly defining the goals, deadiinend project
deliverables that one is working to achieve.is important that the
project team works within the scope of the projectmanage funds
appropriately and deliver within the timeline.

Project Planning

The saying “if one fails to plan, one plans to’fad an axiom that is
often used to drive home the importance of planningall life
endeavours. This is also true of project managentdahning is a very
important aspect of project management because guadning
anticipates all the factors that are associatel thi¢ project right before
the project starts and puts them down in a docunerderve as a
working guide. Simply put, a project plan or prdjeanagement plan is
a document that describes the objectives of thgegroand how the
project will be executed, monitored, controlleddastosed or finished.
As Ahmad (2010) puts it, “the project plan effeeliy outlines the
objectives and scope of the project and servesnasffecial point of
reference for the project team, larger company,stakieholders”.
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Estimating

Estimating involves a quantitative estimate of pobjcosts, resources, or
duration. This is concerned with attaching estimaténancial
implications to all the activities and tasks andspanel and as such is a
critical part of project planning. However, oftdrete are difficulties and
confusion around estimating. This is most oftendhge with the public
sector projects where bidding for jobs is requir®ften, public sector
job bidders sometimes underestimate in order to thim business.
Inaccurate estimates can affect project planningabse accurate
estimates are the basis of sound project planning.

Let us take for example a library setting where@aqgzt is to be carried
out. It could even be something like equipping & ribrary building.
Usually, tenders are called for. A number of coctves submit their
estimates for supplying the needed equipment. Ibidato win the
contract, some of them would submit low estimatése Tenders
Committee selects one based on certain criterimdimg cost and that
bid is approved. Now the planning as it affectsteas made based on
the approved estimate and funds are released lmasatl However,
because the contractor had underbid to win theeptothe contractor
does not deliver within the stipulated time andseme cases may go-
ahead to supply sub-standard equipment. This waflndely impact
negatively on other aspects of the project. S@raject planning, it is
important that proper estimates are made for allcdmponent parts of
the project.

Project Scheduling

Project scheduling is concerned with outlining #tcéual activities of the
project with time assigned in the time order/se@een which they are
to be performed.

Let us take project scheduling of a constructioojgut as outlined by
Nagajaran (2012: 224) for example. The logical sege of activities of
a construction project is as follows:

Company registration

Obtaining industrial licenses/import licenses

Appointment of consultants

Resource mobilization

Land acquisition and site development

Preparing civil work designs, plans, and estimates entrusting
the construction work to civil contractors

Preparing design specifications and placing ordergplant and
machinery

ook whE

~
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8. Transport of plant and machinery to the projed sit
9. Erection of machinery

10. Commissioning the plant and taking a trial run

11. Commencing regular commercial production.

All this are mapped out and timelines are attadbetiem. The essence
is to provide some type of guidelines to ensurd tirae and other
resources are used wisely.

Organising

As already explained, projects are grouped intoividies. Also,
resources are an important requirement in projeccwion. In
organising, the project activities are clearly defl and analysed in such
a way that they are clearly grouped according ®@rtdistinct areas or
departments. It also entails establishing the aitthand responsibility
relationships by clearly defining who is responsilidr what and who
reports to who. It also involves organising theotgses that are required
for the accomplishment of organisational objectiEessentially, project
organisationis a structure that facilitates theordmation and
implementation  of project activities. The structurdefines the
relationships among members of the project managenaad the
relationships with the external environment.

We can look at it as a process because it provtiesrrangement for
decisions on how to realise a project. It decides groject’'s process:
planning how its costs, deadlines, personnel, aol$t will be
implemented. The project organisation is then prieskto the project
stakeholders. A well-organised project ensures thatryone knows
what's expected of them, what their authority isd avhat they need to
do. It provides the track on which to run a projé&ithout it, a project
is bound to become directionless (Hughes, 2019).

Directing

Projects are executed with resources including lge@&gfectiveness and
efficiency demand that the project manager whoirsctly responsible
for the day-to-day running of the project direceople to work in the
desired manner towards achieving the stated gBalssimply, directing
is “the process of guiding the subordinates towaaghieving the
organisational goals. To achieve this, there isrtbed to issue orders,
directives, instructions, and commands. For theoslibates, directing
enables them to know what the expectations arengJsie tools of
instructions, orders, requests, guidance, supenvissoaching, advice,
etc., the project manager is expected to get therdinates to work
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according to expectations, and he is also to iesjpiem to achieve the
project goals (Nagarajan, 2012).

Controlling

There are three important factors over which cdnisoexercised in
projects. These are time, resource, and qualiig. ilhportant to ensure
that the project is running within the time scatbat the needed
resources are available, and that the project neatglards in terms of
quality. Controlling ensures that things are dooeoading to the plan. It
is the process of comparing the actual performaridbe project with
the planned performance i.e. the ideal and thetye&@ontrolling aims
to check up on whether the project progresses lgxacline with what
was planned. If in the course of controlling déweias also called
variances are noticed, in terms of time, resouwand, quality parameters,
the variances must be analysed, with a view totityamg the reason for
it and applying suitable remedial measures to cotteem and then put
the project back on the right track (Nagarajan,2301

Closing

As often mentioned, every project is a temporargtartaking. To that

extent, a project has a start date and a finish d€dbsing a project is the
process of finalising all activities for the prdjephase, or contract. This
is an indication that the project has been sucakgsfompleted. It is

called the close project or phase. However, wihile expected that the
close project or phase indicates that the projast been successfully
completed, a project may also be closed whent@rminated before it is
finished. The close project or phase can be sedhealast phase of the
project life cycle. At this stage, the project iesed, and reports of the
level of success of the project are made to theeow@ther activities

involved in the closing project or phase includendiag over the

deliverables to the customers, passing documentaticthe business,
releasing staff and equipment, canceling contrattts the supplier, and

informing the stakeholders about the closure (N&gat 2012).

In essence, this activity is heavy on documentfigation. All the

project documents have to be gone through careéulty care taken to
ensure that there are no unfinished items, thattredl agreements
concerning work items are delivered and signedotif€ially, and that

all the objectives and plans, and obligations aet. mherefore, there
cannot be a close project or phase until the owasrformally signed
off on the project outcome or deliverables. A numbé steps are
involved in a close project or phase. The beneficlose project or
phase can be said to be that the tool providesnagiomethod to end the
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project. As soon as the organisations’ resources raleased, new
projects or endeavours can be pursued.

Some of the processes that have been explainede afre captured
diagrammatically below

Planning
Process

Executing
Process

Initiating

Process

Controlling
Process

Closing
Process

Fig. 4: Project Management Proces

Close Project or Phase

1. Project chart w 1. Expert 1. Project
men

2. .Project manage judgmen documents
Plan | | 2. Dataanalysiy | updates
¢ All Components o Document e Lessons
3. Project documents analysis || learned
* Assumption log o Regression register
e Basis of estimates analysis 2. Final product,
e Change log e Trend service, or
¢ Issue log ;/ T
e Lessons learned
register
e Milestones list
e Project
communication
e Quality control

Ko Reauirement /

Fig.5: Close Project or Phase: Inputs, Tools & Teghes, and Output
(Source: GreyCampus.com).
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Self-Assessment Exercise 3

Attempt these questions to measure what you haamtlso far. Thig
should not take you more than 5 minutes.
Defining the goals, deadlines, and project delibkrsirelates to:

1. Project Organisation
2. Project Scope
3. Project Execution

3.1.4 Principles of Project Management

The rule that guides an engagement is as impoaatihe engagement.
That is why it is important to be aware of the pmtes that are
associated with project management.

Wikipidia (2021) defines a principle as “a propasitor value that is a
guide for behavior or evaluation.” What the defomt conveys is that a
principle is a rule that has to be followed or tisatusually followed to
achieve a stated objective or meet a standard.

A simple example can be a construction projectr&laee certain things
that must be done in order to have a strong streicAny attempt to do

it differently will certainly result in a buildinghat will not stand the test
of time. Therefore, principles are expected to guidw things are done
and where principles are neglected in the pursuéxecution of a thing

or activity, it can lead to some unpleasant circiamses that are bound
to attract some consequence(s).

So, when we talk about a principle guiding a system are saying that
systems have their essential characteristics #iagt into consideration
the reason for their design or their purpose aral dhly way that
systems can be effectively operated or used woaftkdd on whether
the principles are acknowledged and adhered to fwetlver they are
ignored. Therefore, refusal to adhere to the ppiesi guiding a thing is
to be likened to short-circuiting the process (@uiclso cited in
Wikipedia, 2021).

We can therefore look at the principles of projeinagement as the
fundamental rules that should be followed for thaccessful

management of projects. In essence, for there t faeccessful project,
project management principles must be followed.sTls why the

principles of project management are described nesé'ssary assets
when charting a path to completion [of a proje€ttje project principles
can be applied to any level or branch of a projbet falls under a
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different area of responsibility in the overall ma organisation
(Simplilearn, 2021).

We are reminded that a project is a temporary uakieg that has a
defined beginning and an end. In project managen®embnstraint is

usually associated with scope, time, quality, andiget. A major

concern in project management is how to optimise dalocation of

necessary inputs and integrate them to meet pieedebbjectives given
that resources are limited (Simplilearn, 2021). YWddhthis point to is

that it is important that principles are followddthe desired outcomes
are to be achieved.

When it comes to principles of project manageméfitike (2021)
further notes that the Project Management Book afowledge
(PMBOK) does not currently contain an official list principles for
successful projects but some principles are ouwtlibg the Project
Management Institute (2021).

The principles that must be followed will includedefining the project
goals and objectives, 2) defining the project delbles, 3) clarifying
team roles and responsibilities, 4) creating atesgyafor initiation and
execution, 5)knowledge of numbers, 6)careful budget and
scheduling, 7) identifying priorities and milestenahead of time, 8)
accountability and responsibility, 10) communicgtinplan, 11)
transparency, 12) risk assessment, and 13) mamgtand measuring
progress

Define Project Goals and Objectives

Definition of project goals and objectives is imgaort because the goals
that are set for a project play a critical roleit® success or failure.
Goals must be set before work begins and must @a@inttbiguous so as
to enable all the work team to be on the same pageavoid future
misunderstandings. Also, set goals must be reglistiear, and
measurable. When the goals are ambiguous, it makig§icult for the
project to be understood or achieved by the prdgsaon. This can result
in delays in meeting milestones. With undefined Igjoghe project
manager may encounter problems on a daily baglseirarea of project
organisation. All said, the project goal is the ested outcome and
should be known ahead of time because it also l¢adke project
structure plan. It is important to state that thecessful achievement of
all project goals lies with the project managew &e can better define
the goals using the SMART paradigm (specific, megide, ambitious,
realistic, time-bound).
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Define Deliverables

According to the Project Management Institute (2021deliverable is
“any unique and verifiable product, result, or daipgy to perform a
service that is produced to complete a processsepba project.” We
can look at it in terms of the things that are piced at the end of a
project and depending on the type of project, cdudda product or
service that is the final outcome of the projedgass. After the goals
and objectives have been established, the projaoager has to define
the project deliverables. The objective of the @cbjcould be for the
end-user(s) to manage their own content on thebsie for example,
when the project has to do with the developmera website assuming
the project is about something like software dewalent. At the end of
the project, the deliverable will likely be a pieoé software that will
enable the managers to manage content as wediaggy materials that
will be used to train employees and other end-usarBow to use the
newly created software.

In the case of a building project, assuming theecibje is for the end-
user(s) to have a residential home, the deliverdtdewill be the final
product should be a residential home that meetsaapons in terms of
function/quality and performance. Therefore, amyhishort of the
client’s specifications is not acceptable and carrdgarded as a failure
of a project.

Deliverables can either be organisation-focusecraployee-focused.
When the deliverable is organisation focused, thphasis is on making
sure that the several important components of tlgarosation are
supporting one another. What this means is thatdigpany’s purpose,
strategy, capabilities, structure, and system shallilwork together. On
the other hand, the employee-focused view encoaraganagers to
evaluate how well-matched the employee is in tesimadividual role,
professional goals, team membership, and organaitizision and
mission. In these examples, we can see that psogst even involve
human development. Given the many aspects or apéagroject
management, it is not always possible for the ptopeanager to have
control over all the factors that are involved mojpct management, but
to the extent that he can effect change, he shteldrage these
organisation alignment concepts for a more sucaokpsbject.

Clarify Team Roles and Responsibilities

Projects are structured around teams. To that £xtas important that
members of teams understand very cleanly, whatr th@es and
responsibilities are. Unclear definition of rolesdaresponsibilities of
team members is the cause of most confusion argibteamong team
members. This is because team members will mostichr cross their
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boundaries and may not be able to relate with edbbr if they are
ignorant of the roles and responsibilities. Thidl wisually lead to
conflicts among team members. Therefore, the proj@mager has the
responsibility to define the role of each team mentb help everyone
to work more harmoniously with each other. Thisnpas driven home
by the fact that in many cases, a project is ndificiplinary in nature
and as a result requires the expertise of membens fdifferent
specialities. It is important that each knows whéneir roles and
responsibilities begin and end in order to prevavaidable conflicts.
Project teams that are conflict-prone will nevereagand this has the
tendency to further delay the completion of thejgub A delay in
completion time entails more financial involvement.

Create a Strategy for Initiation and Execution

The project initiation and execution strategy asryvimportant. For
instance, it is during the project initiation phatat all preliminary
work that must be done before any other projecdvities can take place
is outlined. The preliminary work must be carriaat before any other
thing that is concerned with the project is doneaf the project will run
into murky waters. Incidentally, people tend totjiceus their minds on
project execution when they think about project ag@ment. Project
execution starts with a project kick-off meetindnig meeting officially
begins the project. It is at this meeting that pin@ject manager shares
the vision and plan for the project. It is also time he delegates tasks
and responsibilities to team members and sendy@weron their way
to get things going. To ensure smooth executioprofects, during the
execution phase, the project manager should erisatahere is a plan
in place to document errors, corrections, and othanges.

Knowledge of Numbers, Careful Budgeting and Schedulg
Undoubtedly, projects require resources for thgegcetion. While the
project manager has at his disposal the resounegse requires to run
the project, it is a fact that the resources atarmexhaustible rather they
are limited. To this end, there is a need for jigdis utilisation of the
resources. To ensure that the project remains rwithe resources
available, it is important that the project managedgets his financial
resources very carefully. In the budget, he shalldw for certain
flexibility by giving himself some margin for unegpted expenses. He
should also ensure that he takes reasonable meatureave costs
during the course of the project. Since the projeahager’s budget is
unavoidably linked to his project schedule, if Benbt able to keep to
the timelines, his budget will most likely suffendh affect the entire
project. Therefore, it is important for the proj@canager to account for
not just how long each project task should take, e should also
endeavour to work within the timeline. exigenciastbr in exigencies
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such as holidays, corporate and stakeholder evanésieam members’
vacations. These should also be provided for irbtidget.

Identify Priorities and Milestones ahead of Time

Prioritisation and identifying milestones ahead tohe is a very
important aspect of the project management proc@éésh proper
prioritisation, it is possible for the project maea to know what to
focus on, as well as identify milestones where tleyst. This is
important because when a project manager is imildst of a project, it
is easy to sometimes get distracted from the ththgs matter by less
important details that appear urgent at the monistraction has the
tendency to derail the process. Therefore, to avemhecessary
distractions, the project manager should definetds& priorities at the
very outset of the project. This will enable himkimow where to direct
his team’s energy in the event that a conflicteaid~urthermore, when
the project execution is at its climax, it is e&syose sight of the details
that are involved in a project. Identifying milesés in the project
planning phase will help the project manager tovkiifoche is on course
and on schedule.

Milestones define certain phases of the projectthedcost and results
that are associated with each phase. Milestonessept decisive steps
during the project execution and they are set ateertain number of
work packages that belong together. Work packaganséreaking

down large project into parts that are related.sTheries of work

packages leads to the achievement of a sub-goal.

Accountability and Responsibility

Projects cannot be executed without a team(s). $ea®m made up of
people who have certain expectations. It is theesiimportant to ensure
that they are motivated. Motivating team membestha advantage of
keeping them committed to the project; it goes reglavay in keeping
them focused on the goals. One of the best wayhdeve this is to
empower them by giving them a sense of responsibiind
accountability. When individuals are given respbilisy for their own
work, it not only motivates them but also makes jhte of the project
manager less burdensome. It also has the positiret ©f enabling the
employees to work from their strengths and to leasw project
management skills. This is advantageous to bothotiganisation and
the employees in the long run.

Related to giving team members individual respatisibs setting up a
means of accountability. The project manager neesgstem in which
task delegation and project deadlines can be tchekel each team
member can see his or her contribution in the canté the larger
project. Ambiguity in roles and responsibilities kea it difficult for the
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team members to work efficiently, and it can algopiboblematic in the
area of holding people responsible when somethoes gvrong. When

individuals are not given responsibilities or heldcountable, they are
more likely to approach the project with a laist&ire attitude. In turn,

the project manager will have difficulties in theucse of the project as
he is not only placing too much burden on himsadflitionally, he may

not have the loyalty or commitment of his team(s).

Communicate Plan

It is important that there is productive guidancefficient
communication, and proper supervision of the projeam because the
success or failure of a project is highly dependemteamwork, thus,
the key to success is always in project collabonatiTo this end, the
establishment of good communication is of major omgnce.
Explaining and implementing strong communicatiordgiines from the
outset of the project is good practice. The commation channels
could be email, text messaging, a chat servicspare combination of
things that everyone on the team understands amd use for
communication. Because the different activities aofproject entail
teamwork, there is a need to ensure that this fibmeugh the phases of
the project. On one hand, information needs torbeutated in a clear,
unambiguous, and complete way, so that everythsngomprehended
fully by everyone. On the other hand, the abildybe able to listen and
receive constructive feedback will ensure that tismeot wasted.

The project manager should be clear about the lahdsformation that
needs to be communicated, and who needs to beedotiif certain
circumstances. He should also model the kind of mamication he
expects from all stakeholders. It is important tiia¢ channels of
communication are clearly defined and understoodlbthe people that
are involved with the project.

Be Transparent

Transparency here entails creating a system inhwalicceam members
can access all relevant information about a pragestly and efficiently.

Transparency is important because it is relatedfficiency. There is

appropriate software in existence for this and ithe responsibility of
the project manager to ensure that the softwatadtapropriate for the
work he is doing is utilised if he hopes to achiewansparency.
Transparency also entails ensuring that every bae is part of the
project is able to key into the system and undedstae objectives and
components of the project. There is a need to malogect data

available to the team. This can be achieved byigioy good tools for

collaboration and by sharing calendars among teamlmers and even
outside stakeholders.
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Project transparency leads to better outcomesdur the team and the
project itself. On the one hand, the team will berenmotivated if there
is a tangible sense of progress on the project,centhe other, it will
improve trust.

Some useful tools for ensuring transparency inclutievcharts,

structure plan, and a milestone plan. These toelp lthe project
manager to stay on track. Transparency also entadls the project
manager should be able to present a brief repautaine status of the
project to his principal or stakeholders at eacystof the project. At
such meetings, he should be able to give overvieivhe costs, the
timeline, and the achieved milestones. This ensthias he not only
carries them along but also that he gains andnetaeir trust.

Assess Risks

The project manager should engage in regular etirafuaf risks. A risk
assessment is an acknowledgement that somethid gouvrong that
could potentially derail the project. Risks needbt® identified and
addressed at the beginning of the project ratham ttatch the project
manager off guard later. The project manager shalsid seek the team
members’ opinions on what risks they think he ndedsonsider. While
it is not possible to eliminate all the risks frotme project, being
prepared for them can save him from project faillwadoubtedly, all
projects come with a variety of risks and this ustgj normal. His ability
to identify the risks sooner than later will savienha lot of costs as
prompt identification of the risks will enable him address them before
they become unmanageable.

Monitor and Measure Progress

In the course of planning the project, the projecanager must
endeavour to establish key performance indicatt&dBlg). A key
performance indicator is one type of performancasueement which is
guantifiable and used to evaluate the success ofemployee,
organisation, project, activity, product, etc. ihieh it is engaged so as
to ascertain whether it meets the objectives folopmance. In projects,
KPIs come in the form of budgets, project managenierelines, and
quality expectations. An organisation determinesatwit considers
important to it. As the project progresses, thejgmomanager should
regularly keep track of project progress and chieiskKIPs so as to
catch issues and make corrections quickly as demyde costly. While
he is monitoring and measuring progress, it is alsbout of place to
celebrate when his KPIs tell him that the teamdwdseved a goal. This
can be a boost to his team because it will not givg them a sense of
belonging but it also conveys to them that thefort$ are noticed and
appreciated.
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Self-Assessment Exercise 4

Attempt these questions to measure what you haamtlso far. This
should not take you more than 5 minutes
Project risks are best identified at the closingggh True False

4.0 Summary

Project management is not a recent phenomenon leswiévs gaining
more recognition as organisations understand liésinothe achievement
of organisational goals. Project management coaéirthe processes
that are associated with a project starting frontiation to closing.
Project management can be applied in differentkiofisituations and
environments such as construction, manufacturingsiness, and
research.

The project manager runs a project and it is repaasibility to ensure

that clear objectives and goals are defined antdtiieaproject meets the
end-user’s expectations especially as it affecte tiscope and budget.
All projects have their objectives and it is impemra that they are

executed within these objectives. Project failiees when the project
is not executed within the project objectives.

The unit has gone to great lengths to define thecept of project
management. Other important aspects covered irutliteinclude the

objectives, the project management process/steisthe principles of
project management. Understanding the conceptaég@rmanagement
will enable you to identify projects as differentorfin activities,

operations, and programs. Knowledge acquired frois unit will also

enlighten you on how to go about managing projestsecially as the
project is not only when it is executed in condtirc or manufacturing
industries.

5.0 Tutor Marked Assignment

1. Name and explain 3 objectives of project managegm

2. Outline and briefly explain 4 project managetq@inciples.

3 Explain how the project management approachbzamised in
any type of library of your choice.
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7.0 Possible Answers to Self-Assessment Exercises
SAE | False

SAE 2 True

SAE 3 Project scope

SAE4 False
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Unit 3 Project Initiation

Contents

1.0 Introduction

2.0 Intended Learning Outcomes (ILOS)

3.0 Main Content

3.1  Project Initiation

3.1.1 Project Initiation Steps
3.1.1 Project Scope Identification
3.1.2 Project Team Skills Identification
3.1.3 Project Risks Identification

4.0 Summary

5.0 Tutor Marked Assignment

6.0 References/Further Reading

1.0 Introduction

In the foregoing units we, have established thatetare many types of
projects but whatever the type of project, itsiatibn is important. In
this unit, we will be focusing on project initiatio Embarking on a
project is a critical decision, no doubt. No oneps into any project
without laying the groundwork because there are yrsieps to take
even before starting a project. The initiation gghaf a project includes
all the steps that must be taken before the prag@pproved, and
before you plan for the project. If the projecttiation stage is handled
well, chances are that the project will be suceds#f is at this initial
stage that the goal and purpose of the projecdefed. It is also a
time to answer some basic questions such as whprbject is being
embarked on and what business value is it expectadkliver? It is
important to determine the scope of the projeceniily the skills
needed for the project team, and also likely rigkshe project. These
issues are important because projects are costlrms of human and
material requirements, and so no organisation wanéxecute a project
that lacks purpose or that has no value to addestakeholders

2.0 Intended Learning Outcomes (ILOSs)
In this unit, you will appreciate what project iation is all about. You

will also be able to determine the skills that aee=ded by the project
team and the risks that a project may likely enteun
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3.0 Main Content

3.1  Project Initiation

Project initiation is the first phase and is ofteonsidered the most
important in the project management life cycle lseait is concerned
with starting a new project. It is at this stagattbrganisations decide
whether or not to take up the project. This isexhlValue judgement.
Project value judgement is measured using two nsetralled business
case and feasibility. The essence of it is to detez whether the project
will add more value in business terms and how ivitle accepted in the
market. These are very important considerationgfoumber of reasons
including the fact that no organisation wants teeie a project that
will not benefit them given the fact that enormotesources are
expended on project execution.

The initiation phase is when “the business problamopportunity is
identified, a solution is defined, a project isnfeed, and a project team
is appointed to build and deliver the solution he tustomer” (Watt,
n.d.). Major decisions that give direction andommfiation about
resource availability are made at this stage. Tigkides decisions on
matters like project charter and selection of thejget stakeholders.
Making sure that the stakeholders come to a clbgctve about the
project helps to ensure that everyone is on theegaage regarding how
the project should proceed.

The project initiation phase consists of four etis¢isteps as outlined
by MacNeil (2021):

1. Create a Project Charter or Business cardStakeholders need
to be convinced about the necessity and benefthefproject.
This is done with either a project charter or aitess case. The
project charter and the business case are essgritial same
because they provide details that will help to se#l project to
the stakeholders. However, while the project chageaised for
smaller projects, the business case is used fgebigrojects that
require significant resources.

2. Identify Key Stakeholders:The key stakeholders are individuals
that are an important part of the project and wisgeature will
be required to approve the project charter of thsifess card.
Initiation stakeholders include the customers, revek persons,
and the project team.
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Other individuals, who though not stakeholders argortant in
pushing the project and who can support the progaould also be
involved.

3. Run a Feasibility Study:A feasibility study is used to determine
whether the available resources can complete tbgeqh. The
feasibility study will also provide information abt whether the
Return on Investment (ROI) on the project is erfoug

4. Assemble the Project Team and Tools
As soon as the project is approved and afterehsilbility study
has been carried out, the next step is to assdimbleroject team,
workspace and toals

Self-Assessment Exercise 1

Attempt these questions to measure what you haratlso far. This
should not take you more than 5 minutes.

Which of these two project initiation documentdb&st employed fo
big projects?
a. Business case b. Project charter

]

3.1.2 Project Team Skills Identification

Projects are executed with team(s). Teams are mpdd people who
are brought together to work towards the achieveéroéthe objectives
of the project. Usually, the project team is magdetipeople of diverse
expertise depending on the size and complexityhef groject. These
people have to work together as a team, and theessor failure of any
project depends largely on the team.

Without teamwork, it will be difficult for the mengls of the team to
cooperate with each other. Teamwork refers to tiyaof individuals
in a work team to work well with others to achieveommon objective.
Teamwork is a skill that can be developed throusgutar practice. An
individual who is a team player is always puttihg interest of the team
before his/her personal interests.

There are many skills that a project team shoulssess. Three basic
essential skills that project team members shooks@ss are outlined
here. This includes 1. Good communication skillsB@sic management
skills, 3. Amicable writing skills, 4. Skills managent skills
(MyClientSpot, n.d.). These essential skills arplaxied below

Listen for Good Communication Skills: It is important to listen for
good communication skills. Good communication @acial ingredient
in working together in teams. Teams communicate rgnihemselves
and with the leadership. It is important that commation is carried out
effectively and team members should be able tohdb ih a language
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that is clearly understood and acknowledged by d&HBood
communication is also essential in minimising catdl among teams.
Therefore, communication skills is an essentidlsko listen out for.

Look out for Basic Management Skills:While the project manager is
responsible for the planning and operations ofi¢laen, ideally, his team
members should possess basic management skikspéctive of the
type of project, some basic grasp of leadershipjatigement should be
seen in a team member.

To identify these skills, from time to time, theopgct manager should
delegate certain tasks and duties to his team. Williprovide him with
the opportunity to recognise the management stnentijtat each team
member possesses. ldentification of such skilldbeseficial to the
project manager as it goes a long way in the faonabf a self-
sustaining team that can multi-task on multiplejgets at the same
time.

Look out for Amicable Writing Skills: The project manager should
look out for amicable writing skills because likeogl communication
skills, amicable writing skills is important for atng and passing
information around clearly, correctly and effective Like good
communication skills, amicable writing skills playbig part in ensuring
information is shared and passed around clearlyrectty and
effectively. There may be a need for documentataintechnical
information, if this skill is lacking, the job wihot be done accurately

Possession of Skills in Risk ManagementRisks cannot be totally
ruled out from projects even with the best planniggen though this is
an essential skill requirement from the projectda it is also very
important that this skill is possessed by team nasb

Everyone in the team must see risk managementsimr@d concern.
The ability of a team member to detect potentieslssrand threats to the
project and possibly prevent them is an essenkilllthat is desirable
among team members. A project manager should take of team
members that possess this skill.

Self-Assessment Exercise 2

Attempt these questions to measure what you haamtlso far. Thig
should not take you more than 5 minutes.

To identify these skills, from time to time, theopgct manager should
delegate certain tasks and duties to his team: Glse F
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3.1.3 Project Risks Identification

Project risk has to do with any unforeseen or uagerevents that may
or may not crop up during the project executionsghdlowever, it is
important to note that risks are not necessarityatiee. There are also
positive risks. Because uncertainties cannot beptetely eliminated, it
is important to plan for and identify possible reskents that may impact
the project.

To illustrate this. Assuming a particular librany Nigeria wants to
embark on a project that will transfer all its opi@ns into electronic
methods, it is important that they identify all thsks that could arise
including loss of data and system failure whichaisrery important
consideration in a country that has an epileptiwgrosupply.

Risk identification is important for risk manageme#dccording to

Project Risk Coach (2022), to identify risks in jgd management, it is
necessary to do the following

Define Project Risk

Write the Risk in a Consistent Format

Use a Variety of Risk Identification Tools:

Engage the Right Stakeholders to Identify Projask®
Look Beyond the Obvious Risks

Capture your Project Risks

4.0 Summary

Project initiation is the first step and a verytical stage in the project
life-cycle. It is the first step before project plang and later, project
execution. Project initiation established the valed benefit of a
project. As soon as the stakeholders approve tlogegir initiation
document, it is a nod that the project can commence

Self-Assessment Exercise 3

Attempt these questions to measure what you hawatleo far. This
should not take you more than 5 minutes.

Project risk identification involves --

a. Define Project Risk

b. Write the Risk in a Consistent Format

C. Use a Variety of Risk Identification Tools
d. All of the above
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5.0 Tutor-Marked Assignment

1. Briefly explain project initiation.
2. Why is it important to undertake a project initiatiexercise?

6.0 References/Further Reading

IGS Group (2018). Project management. Available at
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content/uploads/2015/12/ICS Group Project Managérieol
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Torek, P. (2010).Methods of Risk Identification in companies'
Investment ProjectdManaging and Modeling of Financial Risks
Edited by D. DluhoSova. Book of proceeding from 5th
International Scientific Conference. VSB — Techditkniverzita
Available at
https://www.researchgate.net/publication/26478962&thods_o
f_risk_identification_in_companies'_investment_puaig/citation
/download
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7.0 Possible Answers to Self-Assessment Exegesis
SAE 1 Business card

SAE 2 True

SAE 3 All of the above
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Unit 4 Project Planning
Contents
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3.0 Main Content

3.1  Project Planning

3.1.1 Purpose of Project Planning
3.1.3 Project Planning Elements
3.1.2 Project Scope

4.0 Summary

5.0 Tutor Marked Assignment

6.0 References/Further Reading

1.0 Introduction

In the previous unit, we were taken through projattation which is
fundamental in project management. The plannings@hallows the
initiation phase. Planning in project managemesta very important
part of project management. It is the responsibibf the project
manager to assemble a project plan. The plan descthe cost, scope
and schedule for the project, detailing exactly #uéivities and tasks
that will be required and the resources that wdl ieeded, spanning
across personnel to equipment, and financing intiaddto where they
can be acquired. In essence, it is done even b#ferproject is started
to serve as a guide during the execution phase.

Without the project plan, it is very easy to deth# project in terms of
personnel, cost, equipment, and schedule among ddcéors. The

project plan also factors in the risk that may ecod how to manage
them. Planning for risks will include contingenciaps as well as a
communication strategy that will ensure that allkeholders are kept
abreast of activities and progress.

2.0 Intended Learning Objectives (ILOs)

In this unit, you will be taken through project ptang. It is important to

understand how the planning phase of a projecedaer make or break
the project execution. It is also important to uisteend the things that
are involved in the process as well as the toots tachniques that are
used for project planning. This is to guide youha future.
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3.0 Main Content

3.1. Project Planning

Project planning is an important part of the projde cycle and in fact
can be said to be at the heart of the projectifde. It can be described
as a kind of road map that tells everyone involwethe project where
you are going and how you intend to get there.usaiake for instance a
decision to set up a digital library. It will bedibhardy for management
to simply rush into it without sitting down to plavhat it will entail.
Considerations must be made about personnel, fmaguipment etc.
that will be needed to complete the project.

Hassan (2006) opines that it is at the planningehhat considerations
are given to resource availability, resource alioce staff
responsibilities, and forecasting of cash flowother words, the project
plan states the resources that are available, hewdsources will be
allocated, what each staff is responsible for, #mel timeline of the
project. As a result, a well-conceived plan will shassuredly produce a
successful outcome. It must be noted, however, ttteaproject plan is
not cast in iron i.e. it is not foolproof. As a wdts there is a need to
monitor and if necessary, re-plan the project gsagresses towards the
specified goal to avoid project derailment.

At the project planning stage, it is important talithe parties involved
in the project understand clearly its facets, thpeeted results or the
processes involved in achieving the project (dedibbkes), the tasks that
are associated with the project, and roles andorespilities of all the
team members. Also, it is at this stage that thee tconstraints within
which team members are working are made clearsseree, during the
process of planning, the various activities/operetiinvolved in the
project, their sequences/order as well as how te&te to each other
are established

Nagarajan (2012) outlines the following as the mstieps in project
planning:

(a) Defining the objectives of the project

(b)  Making forecasts for achieving the goals

(c) Identifying the alternative courses of action farhi@ving the
goals

(d)  Evaluating the resources available to the organisat

(e) Evaluating the available alternative courses ofioactand
selecting the course of action/actions that arestnswited to
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achieve the desired results, taking into accouesource
constraints, if any.

The three basic components of a project plan appescbudget and
timeline. The scope is concerned with the boundasiethe project so
that the project team understands what they caramnot do. This also
sets the deliverables and the performance goals.

The budget is concerned with taking a good lookhat material and
human resources that are needed to meet the pggats and estimate
the project costs.

The timeline on the other hand is concerned witteaéng the length of
time that is expected for each of the phases of pgifgect to be
completed and this also includes the project sdeednd milestones
that will be met.

In project management, a project plan includes ethimportant
documents: Project Charter, Scope of Work Staten{8@w) And
Work Breakdown Structure (WBS).

Project Charter is the section of the plan that presents a general
overview of the project. In this section, the pusp@nd objectives of the
project including the constraints and risks ardied. It also defines
the stakeholders as well as the general strategywii be employed in

the project’s execution.

Scope of Work Statement (SOW)describes the scope, schedule,
activities and deliverables of the project incluglkey milestones.

Work Breakdown Structure (WBS) is the aspect of the document that
breaks down the project scope into phases, deblesaand the
individual activities that will lead to the closimtgliverable. The Project
Execution Plan (PEP) describes the execution gyateoles and
responsibilities of the project team, detailed skcite, project assurance,
and risk management (Dey, 2022).

Self-Assessment Exercise 1

Attempt these questions to measure what you haamtleso far. Thig
should not take you more than 5 minutes.

Which of these is not included in the project plan?

Project management document
Project charter

Scope of work statement

Work breakdown structure

oo op
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3.1.1 Purpose of Project Planning
The purpose of the project planning phase includes

. Establish business requirements: It specifies wthat project
needs are and also the criteria for success. mbigdes the goals
of the project and the performance criteria forcass.

. Establish cost, schedule, list of deliverables, dalivery dates:
With the project plan, it is possible to have awief the cost,
schedule, list of deliverables and delivery dafdss serves as a
guide for the project team from the execution tigiothe closing
of the project.

. Establish resources plans: Projects require ressurcthe form
of humans and materials for their execution. Theggat planning
describes all the aspects and activities of thejeptowith
assigned resources for meeting the tasks thaheodved.

. Obtain management approval and proceed to thepheade: The
project plan provides all the information which needed by
management, company or organization to understame t
objectives of the project, the expected deliversbséeope, costs,
and timeline of activities among other things. Allvgdetailed
project plan is a basis for seeking and receivingraval for the
project which takes the project to the executioaggh(Barron &
Barron, n.d).

3.1.2 Project Planning Elements

Although the process of developing the project pdéifers from one
organisation to another, the basic elements ofeptoplanning as
outlined by Meredith and Mantel (2010) are:

. Overview — A short summary of the objectives andpscof the
project mostly directed to the top management. Thistains a
statement of the goals of the project includingieftexplanation
of their relationships to the firm’s objectives vWithe managerial
structure that will be used for the project is ateb a list of the
major milestones in the project schedule.

. Objectives or scope — While the overview givesrarsary of the
objectives and scope of the project, this gives aendetailed
statement of the general goals as noted in thevwersection.
The statement should also contain information oa pinofit,
competitive aims and technical goals.

. General approach — This is where the managerialtactthical
approach that will be adopted in the work is owitin
. Contractual Approach — This aspect provides infdionaon the

complete list and description of issues such asorteyy
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requirements, customer-supplied resources, liaéscemgements,
advisory committees, project reviews and canceltsti
procedures etc.

. Schedules — Here, the various schedules and milesteents are
listed. Also attached is the estimated time forhea&ask as
obtained from the people that are responsiblehfemt

. Resources — This specifies the resources requredrding to
tasks.
. Planning — This specifies the expected personmgiirements of

the project including such things as special skitigpes of
training needed etc.

. Risk Management — This covers the plans for possilsks that
could affect the project. It also states the opmtlocontingency
plans and the strategies for mitigating them.

. Evaluation Method — Evaluation is part of every jpcb. This
section details the procedure that will be usedmionitoring,
collecting, storing and evaluating the historylod project.

Self-Assessment Exercise 2

Attempt these questions to measure what you haamtlso far. This
should not take you more than 5 minutes.

Project planning is aimed at laying the foundafimnproject’s success

True False

3.1.2 Project Scope

One essential characteristic of a project that westnalways bear in
mind is that every project is temporary and hatad and an end time.
In essence, there must be a way to keep a budgehwioundaries that
will ensure that only what is required or specifisdielivered. To that
extent, “project scope is a part of the projectnpliag process that
documents specific goals, deliverables, featuresl laudgets. The
scope document details the list of activities féwe tsuccessful
completion of the project” (Project, 2021).

Project scope defines what the project will deli@ad what it will not. It
is important to define the scope because one nsajtyack for projects
is the failure to determine or define the scopehd# scope is properly
defined and managed, it will be easier to contaimwithin time and
budget which ultimately results in the successgliveéry of the project.
Failure to define a project scope clearly and managfficiently will
most likely result in an unsuccessful project
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As mentioned, the project scope is a detailed maitlif every aspect of
the project. This includes related activities sashresources, timelines
(deadlines), and deliverables. Deliverables aretéingible things that
the project produces. Other aspects that are edtiim the project scope
are key stakeholders, steps that will be takenurapions, and

obstacles, as well as what the project is abougtvig included, and

what is not. This could be a house or software,regraiher things.

One important thing is that a project is not expddb extend beyond its
scope. The project scope also serves to providekedyestakeholders,
with a clear understanding of why the project i;genitiated as well as
defines what the key goals are. This is importamntthe avoidance of
ambiguity. All of this essential information is douoented in a scope
statement.

To that extent, the scope of a project must berlglestated in the
planning phase.

To ensure success in the business of carrying ouaew project,
therefore, three steps are necessary:

1) identify the factors that are involved in Stagta project,

2) Clearly define the objectives, and

3) identify all measures of performance (MirzapyRolfaghar and
Shanazari, 2013).

Furthermore, if a project is to be successfully aged, there are some
key steps that must be taken to define its scoperelis no doubt that a
clear and proper definition of the project scopeg@ long way in
ensuring that the project stays within boundaridee key steps are as
follows

(i)  Work with key stakeholders to define and create caps
statement by identifying what is within scope, and of scope.
Collaborating with stakeholders helps to ensurerdsa things
do not fall through the cracks.

(i) Identify, document, and communicate assumptionsufptions
are those elements that relate to the projectateahssumed to be
true for the duration of the project. Assumptions mecessary to
provide an estimate of the cost and schedule tovetethe
project’s scope during the planning phase of agutoj

(iv)  Gain buy-in (acceptance and commitment) for thepsec
statement with the stakeholders who are most inegatct ensure
that (Alexander, 2020).

Some essential information that is documented irscape
statement:
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A project statement of work (SoW), which is a dethi

breakdown of all work to be performed by a profeetm and any
important elements that may impact the outcome

o Constraints that might limit or negatively impaletoutcome of
the project, including resources, procurement sstiening, or

lack of information

. Scope exclusions, which can be anything that vatl lme part of
the project or its deliverables

. Milestones that provide the exact date tlamething will be
delivered or completed

o The final deliverables that will be provided to ttiestomer at the

end of the project — for example, a report, a safevfeature,
any process insights or analysis, or any produdeovice that a
customer needs.

o Acceptance criteria that spell out exactly how ssscwill be
measured
. Final approval whereby the customer will sign off the scope

statement confirming that all parameters have heeoded and
the document is complete and accurate (Ahmad, Mhs®o
Mohmmed, 2013).

Self-Assessment Exercise 3

Attempt these questions to measure what you haamtlso far. This
should not take you more than 5 minutes.

The project scope is concerned with only projedivdebles: True
False

4.0 Summary

Project planning is a critical part of project mgement and must be
carried out before the project is executed. Thgeptoplan contains
information that is critical to the success of gmgject and any project
that does not have a plan stands the risk of Gailln drawing up the

project plan, the scope, costs and timeline mustléarly stated. Also,

the objectives of the project and resources that arailable. Each
activity of the project should be carefully planneith costs attached to
it. The plan serves as the roadmap for the protile it is not cast in

iron, it helps in keeping the project on course.
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5.0 Tutor-Marked Assignment

What do you understand by project planning?
Mention and explain three elements of the projéan.p

6.0 References/Further Reading
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7.0 Possible Answers to Self-Assessment Exercise

SAE 1 Project Management Document

SAE 2 True

SAE 3 False
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UNIT 4 PROJECT BUDGETING
Contents

1.0 Introduction

2.0 Intended Learning Outcomes (ILOS)

3.0 Main Content

3.1 Project Budgeting
3.1.1 Project Budget Management
3.1.2 Budgeting Process/Steps
3.1.3 Project Cost Estimation

4.0 Summary

5.0 Tutor Marked Assignment

6.0 References/Further Reading

1.0 Introduction

Projects are executed with money and so funds eaoobsidered the
life blood of any project. In project managemenigigeting is concerned
with the total amount of money that is set asidelie completion of the
project. It is the responsibility of the project mager and the project
team to estimate the cost of completing a project.

Where budgeting is done properly and the projechagar uses it
judiciously for the purposes outlined, there isapd) chance that the
project will run smoothly within the specified titiree. Therefore, the
project budget helps the project manager to fatdithe project within
the estimated costs and timelines and helps to kcloec wasteful

expenditure.

2.0 Intended Learning Objectives (ILOs)

In this unit, you will be introduced to budgeting project management
including the budgeting process, budgeting and nslhagement and
the budgeting process output. It is hoped that wWith knowledge, you
will be able to carry out proper budgeting in amgjpct that you may be
called to execute.

3.0 Main Contents

3.1 Project Budgeting

Essentially, “a budget is a document that translalans into money -
money that will need to be spent to get your planhaetivities done
(expenditure) and money that will need to be geerdrdao cover the
costs of getting the work done (income). It is atineate, or informed
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guess, about what you will need in monetary tersngld your work”
(Civicus, n.d.).

Following this general definition of a budget, weeroject budgeting
as a laid down plan for allocating resources. itriportant to note that
resources are scarce and so must be used judicitusichieve the
desired results. So, no project can proceed wittiontds and funds
cannot or should not be disbursed without a ladrdproject budget.
By way of a definition, “project budget is the tbtanount of authorized
financial resources allocated for the particularrppse(s) of the
sponsored project for a specific period of times lthe primary financial
document that constitutes the necessary funds rglementing the
project and producing the deliverables. The projeatiget gives a
detailed statement of all the direct and overhessdscrequired to carry
out the project goals and objectives” (McConnelL 20

A project budgeting is also defined “as the totalj@cted costs needed
to complete a project over a defined period of tithes used to estimate
what the costs of the project will be for every pdaf the project. It will
include such things as labour costs, material peuoent costs and
operating costs” (Bridges, 2019).

The definitions help us to understand that theqmtopudget is usually
an estimated cost of how much it will cost to execa project. The
estimation is done to cover the different phases ioject.

Arguably, one important aspect of project executi®rthe source of
obtaining the funds that will be used to executéAitother important
issue is ensuring that the funds that are alloctiea project are used
carefully so as to successfully complete the ptoj8o, the judicious
allocation of funds starts with estimating the cofsthe different phases
that are involved in a project to ensure that theee view of how much
will be involved in completing the project. So, theject budget can be
viewed as a control mechanism that ensures thatisfusre used
judiciously in achieving the project’s objectivasdadeliverables.
However, beyond being a control mechanism, it shdad understood
that a project budget also serves as a means ofaomating to the
stakeholders how much money is needed and whemgeaded thereby
enabling them to keep track of the project.

To that extent, a project budget assists in moinigpthe income and
expenditure of the project as well as in the ideraiion of any problem
that may arise. It is the basis for financial acdability and
transparency because based on it, informed qusstan be asked if
discrepancies are noticed in the expenditure. Tigét also serves as a
basis for approval for the project to proceed ®ekecution phase.
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In a nutshell, project budgeting is important ie tbllowing ways

. Budgeting is an essential part of getting a progggroved and
securing project funding.

. Well-planned budgets become the foundation forgmtogost
control.

. Project budgets have a direct relationship with fimancial
viability of an organization (CFA Journal, 2022).
Take note, however, that the budget is only amasé. It is not
cast in iron such that it cannot be changed whenaitcasion
warrants it. An estimate may be done at a partidirtze only for
market forces to affect the costs of items. Thik e taken into
consideration in the budgeting process but caraldhze taken to
avoid arbitrary implementation of the project bud¢ge avoid
depletion of funds even before the project is catgul.

Self-Assessment Exercise 1

Attempt these questions to measure what you haamtlso far. Thig

should not take you more than 5 minutes.

Project budgeting is:

a. The total projected costs needed to complete &giroyer a
defined period of time

b. The total projected estimate needed to completeaaeof the
project

C. The total project costs needed to complete a prpjegse

d. None of the above

3.1.2 Project Budget Management

Project budget management is the process of mapagid controlling
the project budget throughout the project’s lifecley Budget
management consists of a series of tasks and despgned to help
manage the costs of the project, the steps idedtify PM4DEV (2015)
are:

e Defining the Budget:It is the responsibility of the project manager to
define the budget by estimating the budget requiceddomplete the
project. The process involves the allocation oftgo® all project
activities and all aspects of the project. Thidudes the cost of internal
and external human resources, equipment, traveéeriaks and supplies.
The budget has to be more detailed than it wasenptroject proposal
and if it is a new budget, should carefully covittlze project activities.

In the event that there was already a contracteldditubefore the project
manager starts his job, there should be no assongptrhere is a need
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for that budget can accommodate the project sddpere this is not the
case, the budget should be reviewed and updated.

e Executing the Budget: A budget is executed by authorizing the
expenses approved in the budget. Thereafter, tlgeghr manager
initiates to carry out the activities that includring project staff,
purchase of equipment, materials and servicescalbirding to a project
procurement plan developed during the resource gemeant process.
This step occurs after the budget has been appramddthe project
authorised to start its activities according tophaject plan.

e Controlling the Budget

Monitoring and controlling the budget is a critieaitivity therefore, it is
not enough to have a budget. In the event of aapgés in the budget,
this should be appropriately captured and appraretiincluded in the
project baseline. The whole point of controllingdamonitoring the
project is to ensure that resources are deploygaoppately. There
should be accountability for the project costs. édpenses must be
formally identified, approved and paid for. Thea®knd responsibilities
of the individuals charged with project control gltbbe clearly defined.

e Updating the Budget

As approved changes are made to the budget, thetddsbe an update
to it. This is all in a bid to ensure that all iterof expenditure are
accounted for. Approved changes to the budgetne#id to be reflected
in the accounting system used by the organisatiwth rlew project
budget reports will need to reflect this change

To locate this process in the library. In the umsity system, the

Bursary department is charged with the responsitoli controlling and

managing the budget. Normally, calls for budgetsisions is made by
them from the various units and departments iruthieersity system. If

the university prepares their budget, it must bprayed before it can
operate it. The first step in the process is alditing all the needs and
attaching financial implications to them. When thelget is approved
by the Vice-Chancellor, the Bursary will be dirett® release funds.
The library management must ensure that the furelsised as stated.
Any new additions or changes must be approved é&m=d budget

updated. Without approval, no additional expensas lbe included.

Also, as the activities are being carried out,radleipts on expenditure
will be carefully kept and used to retire the reksdh fund. The Bursary
department will then ensure that expenditure ifiethlwith budget

submission
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Self-Assessment Exercise 2
Attempt these questions to measure what you hamtleso far. This
should not take you more than 5 minutes.

Project budget management involves:

a. Defining the budget
b. Executing the budget
c. Controlling the budget
d. the budget

e. All of the above

3.1.2 Steps in the Project Budgeting Process

This process can take several steps, however, Wsumting (2022)
has outlined the following steps.

1. Pre-planning: This is the first step in project budgeting and i
should start with identifying the tasks, activitiesd milestones
of the project since the project cost estimatiolh lva based on it.
Having the project tasks, activities and milestohesken down
in such detail can help in detailed cost estimatiand allocation
of resources in full.

2. Cost estimation The budgeting process should not end with
outlining the tasks, activities and milestoneshef project, rather,
they should be assigned estimated costs. Projeistitizs and
resources should be assigned estimated costs\vm@ran insight
into the expected overall cost of the project.

3. Contingency planning Projects are prone to contingencies and
so provision should be made for contingencies enbtirdget. This
is necessary to avoid mishaps during the projeeteton and
helps to cushion any shortcomings in the pre-plagstage.

4. Real-time management The real-time management of the
budget involves real-time costs and expenses duhiagproject
activities. This step is the actual movement ohepointo and
out of the project. It serves to give project maragn idea about
their pre-planned cost estimates. This is can e s&s the
estimate vs the actual step.

5. Variances As noted earlier, a project budget is not castan.
The actual money is spent during the project execuphase.
The variance is any difference between the amobat was
budgeted and the actual outcome. The estimated caostbe
affected by positive or adverse budget variancebhesé&
operational variances can arise from a number @fsaes
including idle labour hours, and machine ineffides among
others.
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6. Reconciliation: This is the process involved in checking the
differences between budget estimation and the masco
Generally, the project cost is determined by conmguthe cost of
the different aspects of a project at completiorowever,
reconciliation of costs cannot be left until themgetion of the
project. It can take place during the project antl serve to
control spending.

Self-Assessment Exercisg

Attempt these questions to measure what you haamtlso far. Thig
should not take you more than 5 minutes.

—

Contingency should be provided for in a project dgeetdto take care g
unexpected events: True False

3.1.2 Project Cost Estimation Technique

The cost estimation technique is the process thatives estimating all
the costs that are associated with the completica project from start
to completion within the scope and timeline. Thare a number of
forecasting techniques that can be used in pragstinmation. They
include 1. Bottom-top estimation, 2. Top-down estiion, 3. Analogous
estimation, 4. Parametric estimation, and 5. Tip@et estimation
(CFA Journal, 2022).

1. Bottom-Top Estimation: This is the most commonly used
technique in project budgeting. This technique megua sum of
all the costs allocated to different project atieéd, and the sum-
up of all the costs is the total project cost. Tinawback of this
technique is that it takes a considerable amountiroé to
accomplish since all the project activities are dmidd for.
Project budgeting is a continuous exercise andhasproject
moves into later stages, it becomes more definedtiaa goals
become clearer.

2. Top-Down Estimation: This is the opposite of the bottom-top
estimation. In this technique, the sum total of tst is broken
up and allocated to all the activities, tasks ahadses of the
project. This technique is useful where there teaision to be
made about whether or not to accept the projeet;bildget is
therefore kept as a limiting factor that will detemne the
decision.

The top-down approach to budgeting is literarilyyisestone as it
does not have enough room for change. The fact ¢katy
project experiences an increase in scope and plaras&s as it
progresses, means that with this technique freqoleanhges to
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the plan and revisions of the budget are discouragée
technique is best suited for projects that of aum@eg nature
where the nature and scope of the project are tultierstood.

3. Analogous Estimation

In this method, information from already executeidhilar
projects is used for the estimation. Available d&@m the
projects is used to determine how long a curreajept will run
and how much it will cost. This technique is poksitvhere the
estimator is experienced and already has an id#eeafature and
scope of a project. For instance, a project manhgsrexecuted
Project A and is asked to execute Project B undeniles
conditions. Data used to estimate Project A is usethake an
estimation for Project B which in nature and scapsimilar to
Project A.

The drawback is that it is only useful when a pdere already
exists. It cannot be used for a new and uniquesptoMoreover,
an inexperienced project manager may find it diffido use.
Moreover, drawing a parallel from a previous projetay be
misleading as many aspects of the cost may chaveyeagperiod
due to inflation, wage increase, etc.

4. Parametric Estimation

Parametric estimation can be said to be an imprewénm the

analogous estimation technique. In this techniqdeta is

gathered from different similar projects and th@pleed to the

current project. The data points could be more thia@ similar

project. The objective of this estimation technigei¢o make the
analogous estimation technique more accurate Hydimg data

sets that are suitable for the current project froany different

projects to increase the overall relevance of co#ts this

technique, statistics, historical records and e are used to
create a budget quickly in comparison to a bottomdpproach
but the accuracy is similar.

The drawback however is that it may be difficultfimd similar
and relevant data sets; it is time-consuming anky applies
where there are similar projects in existence.

5. Three-Point Estimation:

The three-point estimation technique is used tonesé activity
and duration/time and costs of work items. Thengftie of this
technique is that it minimises the risk of excegdihe project
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budget. It also allows the project manager to @eliwithin the
budgeted estimates.

The only drawback is that it is time-consuming.

Self-Assessment Exercise 4

Attempt these questions to measure what you haamtlso far. This
should not take you more than 5 minutes.

Which of these estimation techniques is best uskdnwthere is a
decision to be made about whether or not to adbepproject?

a. Parametric estimation
b. Bottom-top estimation
c. Top-down estimation
e. None of the above

4.0 Summary

Project budgeting is a critical exercise in projettanagement.
Resources are needed to execute projects, butrcesoare not infinite
and so need to be properly planned for. In projeenaging, every
activity and tasks should be captured in the budgdtfunds attached to
them. It is important that the budget takes thepecand objectives of
the project into consideration. Also, the budgetstriue controlled and
monitored to ensure that it is used as plannedh®iitfunds, a project
stands the risk of not being completed. In thist,upou were taken
through project budgeting and budgeting managementnd its
importance as well as control and monitoring ofjgeb budget, and
project estimation.

5.0 Tutor-Marked Assignments

1. Briefly explain why project planning is important.
2. Outline and briefly explain three basic componesfta project
plan.
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7.0 Possible Answers to Self-Assessment Exercises

a. SAE 1 The total projected costs needed to complgi®ject
over a defined period of time

SAE 2 All of the above

SAE 3 True

SAE 4 Top-down estimation
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Unit 5 Project Manager
Contents

1.0 Introduction
2.0 Intended Learning Outcomes (ILOS)
3.0 Main Content
3.1  Project Manager
3.1.1 Types of Project Manager
3.1.2 Selection of a Project Manager
3.1.2 Responsibilities of a Project Manager
4.0 Summary
5.0 Tutor Marked Assignment
6.0 References/Further Reading

1.0 Introduction

When we talk about resource or resources in projertagement, we
are referring to anything that is needed to run @rade a success of a
project. Resources should be allocated beforedherencement of the
project to serve as a guide in determining how migchllocated to a

particular aspect of the project. This also helpgshe tracking of the

resources. The resource could be human or material.

One of the vital resources needed to execute agra$ the project
manager. This underscores the point that the wisdence of adopting
the project management approach in the executingrojects is to
ensure that the responsibility for the projectlecpd on someone who is
responsible for the project from initiation to coefpn or closing. A
project often has many aspects and teams andntpertant that they
are coordinated properly for the best outcome. ®Vitils not impossible
to work on a project without a project manager,ghesence of a project
manager is to a large extent beneficial.

2.0 Intended Learning Outcomes (ILOS)

In this unit, you will understand who a project ragar is and the
various types of project managers there are. Ydualo understand
the role of a project manager in a project andrésponsibilities. At the
end of the unit, you will understand the expectegtidrom a project
manager in case you are charged with the respdihsii managing a
project in your organisation.
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3.0 Main Content
3.1 Project Manager

A project manager is an integral part of any orgation that uses
project management in its operations. The projeahager is a very
important part of a project. He is a professiomathie field of project
management who is charged with the responsibility tbe
planning, procurement, and execution of a projectany undertaking
that has a defined scope, defined start, and aetefinish; regardless of
the environment or industry. While the project ngeramay not
necessarily be the overall head of an organisatinog appointed, other
heads of departments that are involved in the prgaswer to him as
long as the issue has to do with that project. tH&uin answers to the
overall boss.

Even in construction projects, it is also the pcojmanager that takes
that responsibility. He is the one that the stald#rs go to on any issue
concerning a project. Therefore, project managemeésnt the
responsibility of a project manager. This indivilsaldom participates
directly in the activities that produce the reswliit rather strives to
maintain the progress, mutual interaction, andgadkvarious parties in
such a way that reduces the risk of overall fajlunaximizes benefits
and minimizes costs (Wikipedia, 2021). Therefotrean safely be said
that the success or failure of a project dependterproject manager.
Any project manager that is worth his salt will kiaeverything to
ensure that the project is successful.

Self-Assessment Exercise 1

Attempt these questions to measure what you haamtlso far. Thig
should not take you more than 5 minutes.

The project manager is responsible for:
a. Budgeting and cost control

b. Resources allocation

c. Tracking project expenditure

d. All of the above

3.1.1 Types of Project Managers

Project managers can be categorised accordingettyple of industry or
job description. What this implies is that the datbof a project manager
vary and can only be examined on the basis of nldestry however,
whatever the industry, the project manager is iargé of projects. In
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some cases, also, project managers are categovased on their
character.

In this section, however, we are considering ptojeanagers based on
the type of industry or their job description. Wikdia (2021) identifies
five types of project managers: (i) architecturabjpct manager, (ii)
construction project manager, (iii) engineering jeco manager, (iv)
insurance claims project manager, and (v) IT ptaje@nager.

I. Architectural Project Manager: This type of project manager
manages projects in the field of architecture. Enehitectural
project manager possesses many similar skills tpragect
manager in the construction industry. In fact, #rehitectural
project manager will often work closely with thenstruction
project manager. In addition, the architecturaljgeb manager
coordinates the work design team and many congsltaho
contribute to a construction project. He is alsocimarge of
managing communication with the client. Specifigalhe is
responsible for budgeting, scheduling, and qualiytrol.

. Construction Project Manager. This project manager works in
the construction industry such a building constarct Often
times, the construction project manager works tjoseth an
architectural project manager.

iii. Engineering Project Manager Engineering projects are
managed by an engineering project manager. Engireproject
management has as the deliverable, a product acedéwough
the developing and manufacturing stages, workinty warious
professionals in different fields of engineeringlananufacturing
to go from concept to finished product. Optionaltizis can
include different versions and standards as requisedifferent
countries, requiring knowledge of laws, requiremsenand
infrastructure.

iv. Insurance Claim Project Manager: Insurance policies are taken
by individuals or organisations to cover lossestilgh fire, flood,
or other kinds of disaster. Therefore, an insurasiaens project
manager often oversees and manages the restoodtaoclient's
home/office after a fire, flood, or other disasteovering the
fields from electronics through to the demolitioxdaconstruction
contractors.

V. IT Project Manager: Naturally, an IT project manager works in
the IT industry and manages IT projecisvo categories of
managers are classified under IT project manageniémise are
software (development) project manager and infnatire
project manager.

Software is those instructions that enable the wesateract with
a computer, its hardware, or perform tasks. Esaintimost

74



LIS 412 PROJECT MANAGEMENT AND EVALUATION

computers will be useless without software. Theeefothe
development of software is an important project tire IT
industry. The project manager in an IT industigygl a vital role.
A software project manager has many of the saniks sid their
counterparts in other industries. Beyond the skillsrmally
associated with traditional project managemenhdustries such
as construction and manufacturing, a software ptajanager
will typically have an extensive background in saite
development. Many software project managers holdegree
in computer science, information technology, manag@ of
information systems, or another related field.

On the other hand, an infrastructure IT project aggn is concerned
with ensuring the smooth running of hardware in Ihedepartment.
Hardware includes computers, servers, storage,anking, and such
aspects of them as backup, business continuityradpg, replacement,
and growth.

Self-Assessment Exercise 2

Attempt these questions to measure what you haamtlso far. Thig
should not take you more than 5 minutes.

A project manager is competent to work on all typeprojects
True False

3.1.2 Selection of A Project Manager

The foregoing discussions, undoubtedly, have helpedto understand

the unique role and responsibilities of a projeenager. The fact that a
project manager is entrusted with the responsjtilfitrunning a project

from initiation to closing phases reinforces thénpthat it is not a job to

be given to one who is not well grounded. As merdd severally, the

success or failure of a project largely dependshenproject manager.
Therefore, care must be exercised to ensure teadrie commissioned
to manage a project is capable of meeting expeasti

The success of a project may be made more likehawing a qualified
project manager. Egeland (2010) contends thatuatefught should be
given to selecting the right person for a projeecduse even the
qualities of this particular individual can havedmect impact on the
outcome of the engagement. Reinforcing his positBgeland (2016)
further notes that the sole criteria for selectingroject manager should
not be based on qualification because many qualpeople can do the
mechanics of project management, but not everysregroject leader.
The technically competent person is not necessardgmpetent project
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leader. A person may have the best logical andyacal mind in the
group and yet lack the qualities that lead a ptojeca successful
conclusion. Because the project manager must cttenath many
people (such as sponsors, senior management, ,claam team
members), it is important that that person haveddgpeople skills.
Regarding qualifications, while having advancedjsctbexpertise in s
specific project activities is desirable, it ne¢éd$e understood that this
is not necessarily important because the projectager does not work
alone on the entire project rather, he most likeily work with a team
of sub-project managers that have the required rembeh expertise. In
essence, the project manager can rely on them dweider advanced
subject expertise in the specific parts of the aNgrrojects that they are
overseeing. What is more important is that the gqmbjmanager
possesses good people skills to enable him suatlgssteract with all
the people that he must meet in the course of tlogeqd such as
stakeholders, senior management, client and teamberes. His ability
to interact successfully with the various groupgebple will go a long
way to guarantee the success of the project.

Indeed Editorial Team (2021) also posit that irextjye of the industry
a project manager works in, it is imperative thatgossesses some soft
or peoples skills in addition to having technidalls as these skills can
boost his success. not exhaustive, Indeed Editbgam (2021) has
also outlined these eight key qualities to inclutleLeadership skills, 2.
Communication skills, 3. Problem-solving skills,Belegation skills, 5.
Enthusiasm, 6. Team-building skills, 7. Integrihda8. Competences

1. Leadership Skills: Strong leadership is an important skill that a
project manager should possess if he is to be ssftdeon the
job. The project manager is tasked with the regpditg of
overseeing the project from start to finish. To iaeh this
responsibility, he will require team from startftoish. Being a
good leader means that the project manager shauldbbe to
motivate his team to perform at their best througtbe project
and ensure all team members have a clear undeirsggoidwhat
is expected of them. He should also be able tosadsis team’s
strengths and weaknesses and decide how to bézge uhiem
throughout the project completion process.

2. Communication skills: Communication is very important from
the start to finish of a project. The project masragill have to
communicate with the stakeholders and senior maneageteam
as well as the various work teams that are involweith the
project. Effective project management requires rclead
competent communication about the expectations)sgaad
responsibilities of the team who will be completitige project.
Being able to efficiently communicate with his tea®s well as
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clients and management can ensure that everyooiethe same
understanding  regarding  project  expectations.  Good
communication skills also allow him to provide ctostive
feedback to his team to better guide them. Botlitevriand oral
communication skills are important for project mgeis to have.

3. Problem-solving skills: In the course of executing a project, a
number of issues may arise which can only be resolyy a
project manager. Poor management of issues sudwordBcts
and misunderstanding can create problems in aclgetne
objectives. Successful project managers shouldbheta solve a
variety of problems throughout all stages of a gebjlssues that
may need to be solved could involve team membdients or
stakeholders related to the project. Being abkhittk on his feet
and address disputes and problems is key to egstirenproject
is completed in an efficient and timely manner.

4. Delegation skills: A lot of activities and sub-teams are involved
in any project. Even the best of project managelisneed other
people to help him oversee some aspects of thegirsince he
cannot be everywhere at the same time. Being abdsgign and
oversee tasks is a fundamental component of sufotgssject
management. A project manager should have theyatalaccess
the skills of his team and sign tasks based onethsdglls.
Effective delegation also requires him to trusttesm members
to fulfill their duties and allows him to avoid nmamnanaging
them. Delegation has the advantage of equippingroieople
with supervisory skills.

5. Enthusiasm: The mood of a project manager can transmit
positive or negative vibes to his team membershiEsiasm is an
important part of being a good project manager bseat shows
the team that the project manager believes in tbgeegt and has
confidence in his team’s ability to complete it.iBeenthusiastic
can also help keep team members motivated and poséive
state of mind while working on their assigned tasks

6. Team-building skills: As mentioned severally, teams are used to
execute projects. The project manager should pestEsmM-
building skills. Being a good team builder can hkim bring a
successful team together and that works as a argbmplete a
project. Leading his team towards a common purpasd
keeping the enthusiasm and motivation alive throughthe
entire project will make him a better project magragnd leader.

7. Integrity: The project manager should have enough integrity to
commit to the finishing of a project. Integrity, metimes also
referred to as loyalty or honesty, is an importquoality for a
project manager to have. Integrity can help him @&egood
example for his team and make them more likelyoltow that
example. It also shows his team that they are cdimehio the
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project and are willing to see it through to thel ext all costs.
Integrity additionally fosters trust from his teand promotes an
ethical and responsible work environment.

8. Competence: Being competent in project management can
promote both a sense of trust and authority intélaen. Knowing
how to effectively and competently lead his tearpasamount to
the overall success of project completion. Howewarpther
important part of competency is realizing when Benot an
expert in a certain field and therefore be willitegask for help
from others when it is needed. Refusal to ask &p Iis not only
a sign or immaturity but also of foolhardinesstasan derail the
project.

Self-Assessment Exercise 3

Attempt these questions to measure what you haamtlso far. Thig
should not take you more than 5 minutes.

A projects manager’s ability to assign and overdaeks is a
fundamental component of successful project managenwhat type
of skill is this?

a. Accountability skill
b. Communication skill
c. Problem solving skill
d. Delegation skill

3.1.3 Roles and Responsibilities of a Project Manag

The exact duties of a project manager are largehategd by the type of
industry, organsation and types of project overclwhie has oversight.
What is not controvertible however; is the roleafproject manager
spans through the planning phase to the closingeplud a project.
During all of these phases, a project manager afssures that the
project stays within the stipulated time, budged avithin scope. But
irrespective of the industry, organisation or tggeproject, five distinct
phases of processes are usually associated wifacfsoThese phases
are commonly referred to as the “project life cycle

Project managers are charged with certain respiitiss, and in line
with the type of project one is involved in. Howeyvthe specific tasks
that consume a project manager’s time will varyssaibtially depending
on which phases of the life cycle their projectsiar What this means is
that the responsibilities will vary as they getimine stage or phase of
the project or another. However, there are a nurabgeneral tasks that
any good project manager can expect to perform dailg basis. The
mark of a good project manager is in how efficiand effective he is in
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carrying out his responsibilities because the ssxcar failure of a
project will to a large extent depend on him.

Miller (2019) cautions that one should not see phaject life cycles

listed above as steps as such because these aess®Es that project
managers continually return to throughout the domabr life of a

project. However, they form the basis on which toke of a project

manager can be discussed. The processes are disamsse closely
below.

1. Initiating : Every project is new and unique and project mareg
start each new project by defining what the maijedives of the
project are. He is also the one to define the pae@nd scope of
the project. Because every project has stakehgldeesproject
manager identifies key internal and external staldsrs, discuss
shared expectations, and gain the required auttie
necessary to move the project forward (Miller, 20IFhese are
things that need to be done to ensure that evergoore the same
page. Miller (2019) has gone on to identify impattguestions
that project managers ask during the initiating gghaThis
includes:

Why is the project important?

What's the specific problem we’re trying to solve?

What is the desired outcome?

What are the project’s success criteria?

Who are the stakeholders on this project? Who pauted by, or
who impacts, this project?

What are the requirements and constraints withsgloject?
What assumptions are we making?

How will the project be funded?

What is within our scope? What is not within ouose?

Has this project been executed before? If so, wiagtthe result?
What information from that past project shoulddoasidered in
this project?

PO oTe

— o Ta

2. Planning: It is the responsibility of the project manager t
formulate an integrated plan to meet the projebjeatives. The
plan will outline the scope of the project, budgatneline and
risks. This is important as a guide for the projedile it lasts.
Other information that should be captured in trephcludes the
communication strategy, a plan for execution anclideentation,
and a proposal for follow-up and maintenance. Tlaa pas to be
approved by the stakeholders because it will sareetical part
of the presentations needed to convince key decisiakers. It is
during this phase that project managers will oatlikkey
deliverables and milestones and identify the tdhle$ must be
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completed to complete each. It should be noted ttiafproject
planning does not end until the closing of the @cbj Throughout
project implementation, the plan constantly evolaed changes
as the need arises (Miller, 2019; Wrike, 2021).

Executing: A project is executed using teams of diverse
expertise. It is during the execution that the @comanager uses
team members to complete the work that has beertified in
the project plan in order to reach the goals of ghgject. The
project manager’s role is to assign this work amcensure that
tasks are completed as scheduled. The project reandl) also
typically:

Protect the team from distractions

Facilitate issue resolution

Lead the team in working through project changes

Monitoring and Controlling : This is a very important role of a
project manager to ensure that everything is gaiogprding to
specified plans. Despite being listed as the fouptmase,
monitoring and controlling processes actually comoeeat the
beginning of a project and continue throughout piag,
execution, and closing. In the monitoring and oallitrg phase, a
project manager’s work includes:

Monitoring the progress of a project

Managing the project’s budget

Ensuring that key milestones are reached

Comparing actual performance against planned/s¢bedu
performance

Bear in mind that although theoretically, the potjis supposed
to go according to the laid down plan, the truthhist it does not
always go exactly as planned because unforeseemntstances
can emerge. It is good practice therefore, thatogept manager
must be flexible enough to work within a projecpg&an but
readily adapt when necessary.

Closing: The closing stage is the end of the project. Duting
phase, the project manager strives to ensure thaictvities
necessary to achieve the final result are complddedling the
close of a project, project managers will:

Work with the client to get formal sign-off thatethproject is
complete. This is because it is only the client tem certify the
project completed because the client is the one agsigns the
project

Release any resources (budget or personnel) whaaatenger
needed for the project

Review the work of third-party vendors or partnersorder to
close their contracts and pay their invoices

Archive project files for future reference and wggen there is a
need for it.
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After the project has been completed, all the $takders will meet for a
post-implementation review which is often useddentify key lessons
learned. Understanding what went well, what cowdddbne differently,
and what to stop doing can help inform and improgw®ject

management practices moving forward.

Furthermore, there are specific demands that amenoa the project
manager on a daily basis. As mentioned earlierleathe demands that
are made on the project manager may vary accorintpe type of
project or the phase that a project is in, theeesmme general demands
that are expected for the project manager to nhdiler (2019) outlines
and explains these responsibilities as they rétatemmunicating (with
team members and stakeholders), issue identificain resolution;

1. Communicating with Team Members: Project Management is
all about communication, whether through emaildlscalaily
check-ins, or team meetings. Project managers must
communicate with the members of their team regylad
determine the status of various projects and pederttadblocks
that will need to be resolved. It is important thhere is
productive guidance, efficient communication andoper
supervision of the project team because the succdsdure of a
project is highly dependent on the work team, thhs, key to
success is always in project collaboration. To thisd, the
establishment of good communication is of major ontgnce.
Because the different activities of a project daté@amwork,
there is need to ensure that this flows throughpth@ses of the
project. On one hand, information needs to be ddied in a
clear, unambiguous and complete way, so everythisg
comprehended fully by everyone. On the other hamel ability
to be able listen and receive constructive feedhaitkensure
that time is not wasted.

2. Communicating with Key Stakeholders:There are key
stakeholders in every project. It is important tlthey are
regularly updated on project as it progresses. iBhigportant to
ensure that the project still aligns with changingmpany
initiatives. This communication can take many fornmeluding
weekly or monthly reports, regularly updated dasttis, or
quick emails, calls, or meetings. Regardless of tiedium,
getting comfortable communicating with data is asemtial skill
that every project manager requires.

3. Issue Identification and Resolution:Throughout the course of
any project, it's common for scope, budget, resewitocation,
and other miscellaneous issues to arise. It isdleeof the project
manager to ensure that these issues are resolfextivafly in
order to keep the project on track. Conflicts mip arise within
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teams or between members of different teams. Thogegr
manager must ensure that such conflicts are redcwethat the
work is not hindered.

4. Budgeting: Project managers work with money and it is
important that proper budgeting is done so thatryeaspect of
the project is covered. However, the scale of theégeting that
he does would normally be dependent on the sizbeoproject.
For small-scale projects, cost estimation may lxeakly or even
a monthly task. But for larger projects with maniffetent
expenses to keep in mind, project managers maydspiere
reviewing budgets each day to ensure the projees$ dot exceed
resource allocations. This may also include revigwi
processing, and approving invoices from outsidedoes if the
project includes such partnerships.

5. Time management and Approval: Projects are time bound, and
it is important to keep to the timeline as muctpassible. This is
to ensure that the project remains on track. Taycaut this
responsibility, many project managers turn to tinesis or
a project management software that allows theneéoh®w their
team is spending their time. In addition to ensyrihat the
project is moving along as planned, this helpsqubmanagers
shift resources between projects as necessary.

Self-Assessment Exercise 4

Attempt these questions to measure what you haamtlso far. Thig
should not take you more than 5 minutes

A project manager has the final say in every prtajlecision

True False

4.0 Summary

The success or failure of a project depends oraliiédy of the project
manager to play his roles effectively. Generallypraject manager is
basically charged with five major roles. Every maj manager
irrespective of the type of project plays the fim@jor roles. In addition
to the major roles, there are also specific dadgponsibilities of a
project manager. All this is important in the sntbaunning and
successful execution of the project.

In this unit, you were learned about the projechauger, the types of
project managers, selection of project managers thedroles and
responsibilities of a project manager and how theges relate to the
project. The unit further affirms to importance afroject manager in
the smooth running of a project. Where the profeahager is efficient
in carrying out his responsibilities, they projegill be successfully
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completed within the budget and time to the sattgfa of the end user.
On the other hand, failure of the project managercarry out his
responsibilities will derail the project. This isgtly in terms of funds
and other resources needed in project implementatio

5.0 Tutor-Marked Assignment

1. Mention and explain three responsibilities of ajgcomanager.

2. Mention and explain five qualities that a good pobjmanager
must possess

3. Mention and explain three types of project managers
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7.0 Possible Answers to Self-Assessment Exercises

All of the above
False
Delegation skill
False

PwONPE
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Module 2  Project Organisation Structure

Unit 1 Functional Organisation Structure

Unit 2 Pure Project Organisation Structure
Unit 3 Matrix Organisation Organisation Strwret
Unit 1 Functional Organisation Structure
Contents

1.0 Introduction
2.0 Intended Learning Outcomes
3.0 Main Content
3.1 Definition of Functional Organisation Structure
3.1.1 Advantages of Functional Oigation Structure
3.1.2 Disadvantages of Functional Organisation
Structure
3.1.3 Role of Project Manager in Functional
Organisation Structure
4.0 Summary
5.0 Tutor Marked Assignment
6.0 References/Further Reading

1.0 Introduction

In the previous module, you were taken throughcibrecepts of project
and project management. This module will focus mmget organization
structure. Project organisation structure is anoirtgnt element in
project management because it determines the vedyathorganisation
and the project manager performs. Pm4Dev (2016)rgbs that
orgnisation structure defines the authority ang thiusually conveyed
with the aid of an organization chart. An organaatchart is a
graphical illustration which shows where individsi@re located in the
chart and also the project structure. Organisdtoms are usually in a
pyramid form and “individuals that are located elo$o the top of the
pyramid have more authority and responsibility thmembers located
toward the bottom.” Relatively speaking also, theakion of individual
employees on the organization chart is what smecithe working
relationships, and the lines connecting the boxesigtiate formal
supervision and lines of communication between theividuals”
(Pm4Dev, 2016). Typically, the project initiatiohase is characterised
by a level of uncertainty and confusion; havingisture in place helps
to reduce uncertainty and confusion.

Indeed, the organisation structure that any orgaiois adopts or selects
will largely influence how projects are carried aontit. It is therefore
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important that one understands the organizationcttre in place as
well as the culture within which the project mamageworking. In a

nutshell, the project organisation structure featidis the coordination
and implementation of project activities. The maaon is to ensure that
the environment of work is such that fosters inteoas among the team
members thereby reducing to the minimum, inciderafedisruptions,

overlaps and conflicts. Given that “each projects higss unique

characteristics, the design of an organisatiomatsire should consider
the organisational environment, the project charatics in which it

will operate, and the level of authority the prajecanager is given”
(PM4DEV, 2016). PM4Dev further observes that creathe structure
is not the issue because it is only a part of dajag the project. There
are three major types of project organization: fiomal organisation
structure, pure project structure, and matrix $tm&c In terms of
organisation of project teams and their leaderskifuctures, the
differences lie in who the project leader is, whas hcertain

responsibilities and who makes the decisions (Ogledz021).

The diagram below is a typical hierarchical orgation chart that
graphically represents an organisation’s structdtehighlights the
different jobs, departments, and responsibilitiésatt connect the
company's employees to each other and to the mareage¢eam (Chen
& Rasure, 2021).

Project
Coorginator

Accounts/Administrator

Training Coordinator

Coordinator

Provincial
Coordinator

Provincial

Coordinator

Field Field Field Field
Coordinator Coordinator| |Coordinag

Fig. 6. Project Organisation Chart (Adopted from4tév)
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2.0 Intended Learning OutcomegILOs)

In this unit, your attention will be on project fanctional organisation
structure. The definition of functional organisatigtructure will be
given in order to clearly differentiate it from ethtypes of organization
structures. You will learn about the advantages disddvantages of
functional organisation structures as it affectsjguts. Finally, you will

be enlightened on the role of the project managerfunctional

organisation structure.

3.0 Main Content

3.1 Definition of Functional Organisational Structue

It is relevant to note that all firms start smadually with a few human
and material resources. At the initial stages efrtbperations, they can
manage to function without a sophisticated striectitowever, as they
become successful, and begin to grow and add meseurces and
people along the way, the pressure arises for th@ndevelop an

organisational structure according to their neeidhis is important

because if the organisation is left as it were outha defined structure,
the system in place will no longer be capable ppsuting the business
and activities that take place, and the inevitablult is that the work
will be affected negatively. To ensure that thiseslonot happen,
organisations adopt one form of structure or anmotBe then, what is
organisational structure? IPL.org (2021) definggaaisational structure
as “how activities such as task allocation, coatlon, and supervision
are directed toward the achievement of organisatiaims.” In essence,
organisational structures are created to ensuteatti@ities or the work

factors are divided, organized and coordinateds Tih¢ludes also the
performance of members of work teams

There are three major types of organisational siras including the

functional organisation structure. The type of cfuwe that an

organisation chooses or adopts will be dependerat mmmber of factors
that are peculiar to it. Where there are projattthe organisation, they
are most likely to be carried out based on thersgdion structure that
is in place.

In A functional organisation structure is a struetuhat is used to
organize workers based on their specific skills kndwledge. In other
words, the focus here is placing workers accorditty their
specialisation. In such organisations, functionaltu and roles are
created. The units are identified by their nameglwhklearly show what
kind of function they perform. For example, you &a¥inance,
Customer Care, Sales, Human Resources, Marketidgirstration,
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etc, usually within departments, and the employesassigned to one
product or service.

Each unit is managed by a functional manager wihporte to the
strategic direction of the organisation. In a laogganisation, the heads
of the individual functional units may have othgrecational managers
working under them and that report directly to thefhe larger the
organisation the more functional units you havechEaf the unit
functions independently and has its own verticahaggement structure.
Workers within each functional department commuicwith each
other exclusively, and then department heads conuatenwith each
other. In other words, each functional departmemidependent and the
functional manager only reports to the overall h&duds structure works
well in a stable environment that has continuousragons. The goal of
a functional structure is to put together everyinfational and human
resource necessary for one activity in a singleglarhat is if you
talking about finance, for instance, every emplogfgere is concerned
with finance and their interaction with other fuocdal unit or
department is to the extent that it is related it@rice matters. The
functional organisation structure helps organisetioun their business
and earn a profit.

An example of a functional organisation is the ensity system. In any
university, there are different departments (natessarily academic).
Within the departments are sections, and under seewions are
smaller units. Let us take the example of the usiwe library. The

library is divided into sections and under the iserst are units. Each
section or unit is charged with a particular aspscthe job. The unit
head reports to the sectional head who in turnrtepgo a divisional
head, and finally, the divisional head reportshie Wniversity Librarian
who reports to the Vice-Chancellor. One distinginghthing about a
functional organisation structure is that the lofeauthority is strictly

maintained. In fact, deviance is strictly discowdg

In functional organisation structure, project tearembers are allocated
according to the different functional units of amganisation. For

instance, if there is a project in cataloguing utiie project team will

consist mostly of staff that are in the Technicahv&es Division and

other sections or units are incorporated into tlogept only to the extent
that there is a role for them to play. In esseii¢here is another section
or unit that will be involved in the project, staife drawn from there
too. The overall objective is to achieve the gadlthe organisation. To
that extent also, there is not likely to be a rbimit.

Therefore, functional organisation structures mustmanaged using a
hierarchical structure.
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In an organisation of this type, the execution pf@ect means the birth
of a temporary team. The project team will be cosguoof members
coming from different functional units to the extetmat they are
relevant to the work. Where the members of theerbfit functional
units are invited into the project, each will dedth the part of the
project that concerns them most closely and forctvithey are directly
responsible.

Note that it is not mandatory that all units of@nganisation are present
in a project. The employees will in fact be assiypaly on the basis of
the requirements of the given project. For somgegts, for example,
no member from a particular department may be reedsle more
specialists of another department may be required.

University
Librarian
Project
Manage
| | | |
DUL, DUL, Tech DUL, Digital DUL (eto
Reader: Services Library
Staff Staff Staff Staff

Fig. 7: Functional Project Structure (Adapted fr@nstobal and Diaz,
2018)

The diagram above describes succinctly the hiereathhature of
functional organization structure. As can be sdbere are no staff
under the project manager. So, if there is a ptdfebe carried out, he
will depend on the staff under the Deputy Univegrsitbrarians who in
this case are the functional managers. The oneptbgct manager
works with will depend on the project at hand. Timectional heads also
do not report directly to the project manager. he same vein, each
functional manager has staff that reports to himtheectly. Therefore,
the functional manager that the project manageksvaith goes along
with his staff who are directly answerable to himdanot the project
manager. This hierarchy is strictly maintained andly the University
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Librarian has overall control of all because bdih project manager and
the functional managers report directly to him/her.

Self-Assessment Exercise 1

Attempt these questions to measure what you haamtlso far. Thig
should not take you more than 5 minutes.

A functional organisation structure is hierarchic@tue False

3.1.1 Advantages of Functional Organisation Structure

. Competence:As mentioned above, a functional organisation is
structured based on the special skills and knovded§ the
workers. As a result, employees who possess sirsidéls and
experiences are grouped together. This makes foe miicient
and higher quality production.

. Clarity and Accountable Structure: There is clarity of roles
and accountability in functional organization sture as it
relates to roles and tasks. As a result, theritls br no change
in the operations of functions with the result teatlittle time is
spent on learning since each member of the teatheirproject
does the same thing that he/she would normaliydbeir unit.

o Clear Communication Lines In functional organisations also,
the hierarchy is simple, and employees know the maeager
they are to answer to, instead of multiple peoples streamlines
communication and reduces confusion among employees
Employees can feel confident about what they'raglbiecause it
is standardized. They are more likely to feel aalbyto their
department and the organisation as a whole. Thiseases
morale and work ethic, as there is more job segufibere is a
clear path of growth for employees which providestiwation,
and they are more likely to be corporative with geoin their
department. A functional organisational structureviles a
perfect environment for learning for new employéespecially
fresh graduates) to be taught the real-world appdio of
theoretical information (Upcounsel, 2021). In amdif generally
speaking, a functional organisation structure igerguitable for
projects that require the greater technical expege There is
greater technical experience because the team dwkedvon the
jobs over the years and so has been able to impvavéheir
skills.

The points above have been succinctly capthyeBwproject (2021)
as outlined below:

o No Change:Project is not completed outside the basic funetion
structure of the organisation. So, it is familiaognd and as such,
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there is no radical change in the operations ancttstre of the
organisation.

o Flexibility: The use of team members is maximally flexible.
There is maximum flexibility regarding the use eftn members.
Specialists from different functional units can temporarily
assigned to the project, after which they returrthi@ir normal
work. With many specialists available within eaamdtional
department, people can be exchanged between diffprejects
with relative ease unlike if they were to be sodrdeom
elsewhere.

o In-depth expertise: If the primary responsibility of the project is
assigned to the correct functional unit, it is plolesto make use
of in-depth expertise on the most crucial aspetctseproject.

o Easy post-project transition: Normal career paths are
maintained within a functional department. Whilesplists can
make a significant contribution to projects, thfeinctional unit is
their professional home, therefore the focus oirtheofessional
growth and advancement. The project becomes litesrgporary
home for the staff member and, once it is completie
employee returns to his “real” permanent home whikhhe
functional department.

Self-Assessment Exercise 2

Attempt these questions to measure what you haamtlso far. This
should not take you more than 5 minutes.

[72)

One advantage of a functional structure is th& lased on the skill
and knowledge of workers: True False

3.1.2 Disadvantages of Functional Organisation

Although functional organisation structure hasaitivantages, there are
also some disadvantages that are associated wiltwproject (2021)
has articulated some of these advantages to include

<> Monotony/Boredom: Given the repetitive nature of the job done

in a functional organisation structure, the likelkd of boredom
exists as employees may find it boring to repeatdame task
over and over, and become less enthusiastic owee. tilf
promotions are not handled well, an employee may be
discouraged if a lower-performing peer is promote@r them.
Problems may arise among management if departneaaishare
only focused on their department and do not comoatai
effectively with other departments. This can caugeor
communication and "silos" that are too independehtone
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another. If employees and management are only lwydheir
teams, there will be a lack of teamwork and coatian.

Rigidity: It is a rigid structure where changes, innovaticarsl
flexibility can be difficult to implement. An empyee in any
department may lack knowledge of information abalitother
departments. Managers tend to make decisions withou
consulting the department first, which can leadotoblems. A
department can become too autocratic and put itdsgabove
those of the organisation as a whole. With so mspscialists
involved in a process, it is difficult to pin théalme for a specific
product or service malfunction on any individual.

Lack of Attention: Each functional unit has its own basic work
to do. Because of this project responsibilitiessataside to meet
these primary obligations. This becomes even mafkcudt
when the project has different priorities for diéfat units. For
example, the marketing department can consider mmogect
urgent while other departments consider it onlysetondary
importance — if not a real waste of time. This teed to delays
and quality problems.

Poor integration: There may be poor integration between
functional units. Functional specialists tend toecanly about
their own project segment and not what is bestHerproject in
general.

Slow Response Time:The hierarchical nature of function
organisational structure results in bureaucracyradetape in the
operations. As a result, more time is often neeedomplete
projects within a functional organisational struetuBureaucracy
and red-tape causes slowness in response timesmiaion on
the project and decisions must be disseminatedudrothe
normal management channels that do not considezdmbal
communication between departments. For example #taff
member of functional unit A needs to solve a probievolving a
team member of functional unit C, the problem minrst be
assumed by the manager of A, who must then codrlingh the
manager of C that can then reach team C membeadear ¢ get
the relevant information and then retransmit itngldhe same
path back to the staff member of A. This, as islededucible, is
a complicated process and can cause delays aisd.stre

Lack of Ownership: The motivation of the people assigned to
the project may be weak. The project can be seeaddsional
work not directly related to one’s professional elepment.
Moreover, since project members only work on ong pathe
project, they do not identify with the project asvhole. Lack of
ownership thus discourages team members who magngsge
enough in project-related activities. The resugrein this case,
will be a problem of quality of the results.
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<> Poor Integration: There may be poor integration between
functional units. Functional specialists tend twecanly about
their own project segment and not what is bestHerproject in
general.

D)

Self-Assessment Exercise 3

Attempt these questions to measure what you haamtleso far. Thig
should not take you more than 5 minutes.

Bureaucracy is a major advantage of a functionajawizational
structure: True  False

3.1.3 The Role of Project Manager Within a Functioal
Organisation Structure

More than in any other form of organisation struefuthe project
manager in a functional organization structurelaas authority over the
project team. In fact, he is more of a project dawmator than a real
project manager. This is precisely because funatioranagers maintain
complete authority over project team members angepr budgets in
the aspects that concern their department or unit.

Here are the important facts regarding the role¢hef project manager
within a functional organisational structure aslioetl by Twproject
(2021).

. The functional organisation is a traditional orgational
structure in which the authorities — and therefdhe real
managers — are divided according to the functi@rfopmed by a
particular group of people, such as Finance, HRrkstang and
Purchases, etc.

. Power and authority are in the hands of the funelionanager,
not in those of the project manager.
. The functional manager has the authority to rel¢laseesources

based on their knowledge and their competence -pthgct
manager is therefore always dependentand pendinthe
decision of the different functional managers.

. The resource goes back to the functional managésr af
completing the project — and in any case it is négempletely”
separated.

. The resources that work in this type of organisatoe always
under the authority of the functional manager,nyg situation.

. The project manager generally has much less pawdris type
of organisation.

. Project manager skills are much less used in tigpe tof

organisation.
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. The resource assigned to the role of “project mariag usually
a member of the team within a functional area ameschot have
a real project manager title or training.

. The functional manager will control the budget dahd “project
manager” will act more as a coordinator of the @cojactivities
rather than having real project management respiitiss.

. The resources for the project must be negotiateth he
functional managers and the accessibility of threseurces will
be based on the business conditions.

. Any type of problem escalation must be reportethé&functional
manager.
. Since the “project manager” has low or no authottye project

can last longer compared to other organisationalcstres.
Generally, there is no recognized project managémen
methodology or best practices used.

. The project manager practically assists the funetionanager.

. The project manager spends a lot of time doing athtnative
tasks and often works as a PM only part-time.
Finally, in a functional organisation, project nagers have little
or no role when it comes to allocation of resoulames so they
must completely rely on and hope for the coopenatwf
functional managers in order to obtain the resautbey need to
complete projects.
Functional managers have complete control overcdmpany’s
specialized departments and are responsible foprb@uctivity
and results of the unit. Given this scenario, gase to conclude
that in general, the functional organisation swetcan work
well in a company that mainly carries out repegitivork.

Self-Assessment Exercise 4

Attempt these questions to measure what you haamtlso far. Thig
should not take you more than 5 minutes.

Team members report directly to the project managex functional
organisation structure: True False

4.0 Summary

In this unit, the focus was on the functional onigation structure. The
definition of the concept, as well as the advargagésadvantages and
role of the project manager in this type of orgatian, was examined.
The unit posits that as organsations grow in thmdm and material
resources, the need arises for them to createcite to enable them to
carry out their job. A functional organisationatusiture is one of the
structures that are adopted by organisations im #tempts to achieve
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their goals and objectives. A functional organizadl structure
emphasises the placing of the human resourcesdingaio their skill,
experience, and knowledge.

A functional organisationa structure has its mebits$ it is too heavily
reliant on work teams with their basic functionatits. In project
execution, the area specialisation of workers d¢tutstthe basis for their
inclusion on any project and is only involved whtbeir expertise is
needed. However, they remain loyal to their funaiounit as well as
their functional manager. The role of the projecanager is not well
defined as in general he acts like a coordinateergthat the functional
manager controls both their men and other resouiid@s structure is
best in an organisation where the work is mosibetigive in nature

5.0 Tutor-Marked Assignment

1. Explain what you understand by a functional orgatsal

structure

2. List and explain three advantages of a functiomghoisational
structure

3. In a functional organisational structure, the pcbjenanager’'s

role is that of a coordinator. Explain
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7.0 Possible Answers to Self-Assessment Exersise

Attempt these questions to measure what you haamtlso far. Thig
should not take you more than 5 minutes.

SAE 1 True
SAE 2 True
SAE 3 False
SAE 4 False
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1.0 Introduction

Another type of organisation structure besides thmctional
organisation structure is the pure organisatiorucstire. Projects
executed in this type of organisation structure r@ferred to as pure
project. This is because the focus of the worles piroject rather than
the functional arms. Also, the roles and respolfigibof the project
manager is clearly defined as he is in direct @rdf all the resources
that are concerned with the project and only reptarthe management.
Organisations that adopt this structure are stradtaround projects

2.0 Intended Learning Outcomes (ILOS)

In this unit, you will learn the definitions of paiproject. You will also
know the advantages and disadvantages of this sagamn structure as
well as the role of the project manager in a pugaoisation structure.

3.0 Main Content

3.1 Definition of Pure Project Organisation Structire

A pure project organisation may be deemed the ofgosfunctional

organisation. This is because while in the fum@loorganisation
structure, the focus is the functional arms, uwitsdepartments, the
focus of pure project organisation is the projesglf. The idea behind a
pure project organisation is to ensure that thaltgyis to the project,
rather than to a functional manager. The advantage is that the
project manager has total control of the projed does not have to
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depend on the functional manager for resourcex¢cute the project.
This therefore gives him a measure of independeAceording to
Nagarajan (2012), “the project organization offéhe flexibility in

determining cost, schedule and performance traft$esihce all the
required recourses are at the disposal of the grojanager.”

In essence, the project is autonomous of the pamnthome
organisation, and there is minimal interferencech@aracteristic of this
approach is that the project is separated fromhtimee organisation. It
also entails that the project has the independérateguarantees its own
special technical staff and administration. Itsalby to the parent or
home organisation is therefore not so strong asctmmection to the
home organisation consists of links that a weak ahthat required of
the project manager is reports on the advancemeértheo project.
However, in terms of work performance, there mago dbe different
practices where the home organisation regulatesessgelated to
administrative, financial, staff and control proaegs in detail. So, there
may be some variations in how this is carried oyt different
organisations.
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Fig. 7 Pure Project Organisation Structure (SouBodzera, 2008)
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The diagram of a pure project organisation strectlearly shows that
the project manager is independent. In this orgdiois structure, more
than one project can go on if the duration is lofige project manager
has control over the team members and reports thjirex program
manager where the project is part of a larger @nmgi\Where there is no
program manager, he reports directly to the genmiabager. This is
clearly different from what happens under functlomaiganisation
structure.

Self-Assessment Exercise 1

Attempt these questions to measure what you haamtlso far. Thig
should not take you more than 5 minutes.

The focus of work in a pure project organisatiorthis functional arm
of the organisation
True False

%2

3.1.1 Advantages of Pure Project Organisation Struare

A few advantages are derivable in pure project miggdion structure.
AIMS (n.d.) has outlined them to include:

1. Clear Line of Authority : Clearly, the project manager is in

control so there is no ambiguity about the lineaothority. This
is unlike the functional organisation where teammbers are
derived from the functional units and report to flb@ctional
manager. As a result, the project manager in a tifomel
structure depends on the functional manager faurees needed
to execute the project.
The communication is strong because there is anlgingle
reporting system as the project manager bypassgetutittional
manager and reports to only the top managementtgteu This
shortened the communication because the projecageardoes
not have to deal with the functional manager.

2. Flexibility in Trade-Offs and Decision Making: Since the
project is not under more than one single reporsiygijem, there
is more flexibility in decision-making.

3. Fast Decision Making:Arising from the above, decision making
is faster as the project manager does not havettthg views and
advice of the functional manager as the case i fuinhctional
organisation structure because the project mardags not have
to depend on the input of another manager

99



LIS 412 PROJECT MANAGEMENT AND EVALUATION

Self-Assessment Exercise 6
3.1.2 Disadvantages of Pure Project Organisation Structug

. Excessive Exercise of Power (Project managerThis is clear
enough. Because the project manager is indepenalghtin
control of the project including resources, themld be the
tendency to be arrogant.

. Stressful Work Environment: Pure project organisation thrives
on deadlines or milestones. As a result, it canabstressful
environment as there is an expectation to meet lidesdor
milestones. This can put both project manager aongeqt team
under pressure.

. Insecurity of Jobs: Since the focus is on the project, there
usually is not a permanent job position for teanminers who
are usually assembled for the purpose of the projéey are not
necessarily employees of the organisation. Conseglig, when
the project comes to an end there is the fear &£ ff jobs as
some may be redundant as they await another oppiyrtun
essence, disengagement is a part of the issuepurt project
organization structure.

. Costly: In most cases, the project team are not membetiseof
project organisation but are rather hired for tlakes of the
project. Some equipment may also have been hireeletore, if
the project is not delivered within the time franiteaffects the
budget.

Self-Assessment Exercise 2

Attempt these questions to measure what you haamtlso far. This
should not take you more than 5 minutes.

Job security is guaranteed in a pure project osgeion:
True False

3.1.3 The Role of The Project Manager in Pure Organisatio
Structure

Pure project organisation is most appropriate warenrganisation has a
smaller number of projects but with longer duratibor each project, a
manager is appointed and he is responsible to abraduthe activities
associated with the project. The project manager tgrn responsible to
the program manager ie the project is part of @gam with a program
manager. The project manager has full authoritytierexecution of the
project and he reports to the program manager & plarent
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organisation. As a result, the lines of communaatare shortened as
the project manager directly communicates with pgarent project
organisation members.

In a pure project organisation, the project man&gerall the power and
authority and everybody working directly in the jex team reports to
the project manager. In essence, in a pure pra@ggnisation, it is
either that there is no functional manager in exise, or if he exists, he
will have a very limited role. The implication ikdt in a pure project
type of organisation project managers have a hegkllof authority to
manage and control the project resources. The g@rajanager in this
structure has total authority over the project aad acquire resources
needed to accomplish project objectives from witbin outside the
parent organisation, subject only to the scope,lityyaand budget
constraints identified in the project. In the pajpased structure,
personnel are specifically assigned to the praged report directly to
the project manager. The project manager is redplensor the
performance appraisal and career progression ofpadject team
members while on the project. This leads to in@égsroject loyalty.
Complete line authority over project efforts afferthe project manager
strong project controls and centralized lines ofmpwnication. This
leads to rapid reaction/response time and improresponsiveness.
Moreover, project personnel are retained on anuska rather than
shared or part-time basis which is not the castuirctional projects
where project members are mostly members of thanisgtion. As a
result, project teams develop a strong sense ¢égirmentification and
ownership, with deep loyalty efforts to the projeehd a good
understanding of the nature of project’'s activitiesission, or goals
(GEC 524, n.d.).

4.0 Summary

Pure project organisation structure is the oppositehe functional
organisation because the focus is on the projetiterathan the
functional unit. It is most appropriate when anamgation has a smaller
number of projects but whatever project there is dadonger duration.
Because the project is the focus, it entails thatgroject manager has
control in terms of resources and decision-makirugs is different from
what obtains in the functional organisation stroetwhere the focus is
the functional department under a functional manag® the project
manager is dependent on for the resources thadweres to execute a
project. The pure project structure, therefore,ntgathe It aims to
correct some of the problems of the functional niggtion structure
especially as it concerns the independence ofriijegi manager. At the
end of the day, the choice of type of project orgafion structure
depends on the type of project and the environnhesgairements
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In this unit, you have been exposed to the dedinitof pure project

structure, advantages and disadvantages as wibk asle of the project

manager in a pure project organisation. projectaganindependence to
execute a project

Self-Assessment Exercise 3

Attempt these questions to measure what you haamtlso far. This
should not take you more than 5 minutes

The project manager is autonomous in a pure projgenization:

True False

5.0 Tutor Marked Assignment

1. Explain the pure project organisation structure

2. Compare and contrast the role of the project manimga pure
organisation structure vis-a-vis the functiongarrisation project
structure

3. Outline and briefly explain three advantages andeeh

disadvantages of pure project organisation stractu
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7.0 Possible Answers to Self-Assessment Exercises

SAE 1 False
SAE 2 False
SAE 3 False
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1.0 INTRODUCTION

The matrix organisation is the third of the threajon types of project
organisation structure. As mentioned earlier, mjerganisation is
determined by many factors including how projects an in the
environment.

2.0 Intended Learning Outcomes (llos)

In this unit, you will learn the definitions of anthderstand the matrix
organization structure. You will also know the adtzes and
disadvantages of this organization structure as aslthe role of the
project manager.

3.0 Main Content

3.1 Definition of Matrix Organisation

A matrix organisation structure is one in which theporting
relationships are set in a grid form. What thisadstis that the
traditional hierarchy which is top down is totatlpne away with in the
chain of command. Instead of having a worker(spregdirectly to one
supervisor or manager, he reports to two. Thisdsahse in matrix
organisations, there is both a functional as wellhaproduct manager
that see to the daily productivity. As a result,rkers report to the two
unlike what you have in functional organisatiorusture. According to
Business Talk (2012), the matrix project attemptblend properties of
functional and pure project structure. Wikiped2041) notes that under
a matrix organisation structure, team of employaesfrequently used
to accomplish work. The objective is to take adagetof the strengths,
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as well as make up for the weaknesses, of fundtend decentralized
(pure project) forms. In their illustration of hawwis works, Wikipedia
(2021) explains that “an example would be a comghayproduces two
products, "product A" and "product B". Using thetmastructure, this
company would organize functions within the compasy follows:
"product A" sales department, "product A" custosevice department,
"product A" accounting, "product B" sales departiéiproduct B"
customer service department, "product B" accountegartment. In
essence, the matrix structure is an attempt tonbaldetween the two
extremes that functional and pure project strustpresent. Referring to
the o matrix as rows and functional as columns,iriass Talk (2018)
further says that if the choice of structure is @nm, different projects
(rows of matrix) borrow resources from functionakas (columns).
Given the nature of this structure, the decisiogarding the type of
matrix to use in executing a project (weak, baldnag strong) rests
with senior management.

. Weak/functional matrix: A project manager with onlynited
authority is assigned to oversee the cross- funatiaspects of
the project. The functional managers maintain araver their
resources and project areas.

. Balanced/functional matrix: A project manager isigged to
oversee the project. Power is shared equally betwee project
manager and the functional managers. It bringbést aspects of
functional and projectized organisations. Howewéis is the
most difficult system to maintain as the sharingpofver is a
delicate proposition.

. Strong/project matrix: A project manager is prirharesponsible
for the project. Functional managers provide techinexpertise
and assign resources as needed (Wikipedia, 2021).
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Fig. 8: Pure Project Organisation: Adopted from & Nagarajan,
2012

The diagram above depicts a matrix organizationctire. There are
three project managers (A, B & C) who are in charfjthree different
projects. The project managers report to the Géneaager and to that
extent are independent and have authority oveptbgcts. There are
also four functional managers who report to the €&s@nManager.

The responsibility of the functional managers isintemance of
functional excellence in all the projects. In ordards, they are there as
to support the project manager. While the projeahagers define what
is to be done, the responsibility of the functiomanagers is to decide
how to do it (Nagarajan, 2012). The key elemem¢ lethey coordinate
with each other to ensure that all the resourcesiect to bring the
project to a successful end are available in thst logerest of the
organization; the functional and project manageistly provide input
to the planning process and while the functionahaggers are in charge
of the vertical line of control, the project manegyare in control of the
horizontal line, but although they must work togeththey also are
freely allowed to operate as a separate entity mxoe the area of
administration. Therefore, the employees are baotteu the functional
manager as well as the project manager. The ovagriehterest is to
work synergistically to achieve success in the aWdanterest of the
organisation
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Self-Assessment Exercise 1

Attempt these questions to measure what you hamtlso far. Thi
should not take you more than 5 minutes

A matrix organisation is an improvement of the fummal organizatio
structure: True False

3.1.1 Advantages of Matrix Organisation

As a structure which is designed to be an improveméthe extremes
between functional and pure project structures,ntlagrix structure has
some advantages. Some of these advantages areedubly Harrin
(2018) as follows

. Resources SharingMatrix structure allows for resource sharing
especially when there is need to share skills aalepartments to
complete tasks. Because of this, a wide range lehts and
strengths can be garnered in tasks completion.

. Flexibility: Matrix structure makes room for flexibility because
members of work teams are able to work on a loditférent
areas of a project rather than their functional taunor
departments.

o ResponsivenessMatrix structure allows teams and individuals
to respond quickly to new situations. For instaneethe course
of working on one project, if a new project comgsthat has to
take priority, it is easy enough for members tocilyi adjust and
focus on something the area of priority. This cdnbe done
easily in a project structure, where it takes lorngedisband and
regroup.

o Common Structure: The matrix structure requires that everyone
uses the same project management lifecycle andoaheithgy. As
a result, moving between projects is easy. Peopfe join a
project team with relative ease when the terminglamnd
processes are common.

3.1.2 Disadvantages of Matrix Organisation

Although the matrix structure has its advantages ¢ive functional and
pure project structures, it is not without its falrare of disadvantages.
This includes

. Overload: The matrix has a common structure and this is a
disadvantage in the sense that it also presentswatk overload
for team members who are also be part of a funationit and to
that extent are have their regular jobs to carry dhhe work
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overload is compounded by the fact that the systiaisshould
manage and monitor the overload is not in place.aA®sult,
team members are prone to burnout. They may algtectetheir
tasks or not complete it. This can in turn affecthbthe quality of
the work or the completion schedule.

o Conflict: There is more than one project at a time, ptaeams
or individuals will likely fight over the same raswes as another
project. There can be some conflict between bustassusual
tasks and project work for individuals, especialpen both
managers are giving them different priorities. Muwer, the
structure gives the project manager an edge owefuhctional
manager. This could lead to conflicts and powerggle between
the project department and functional departmergaa$ tries to
assert their authority. Therefore, there is liketil of frequent
conflicts and conflict resolution processes.

. Duplication of Efforts: There are chances of duplication of
effort as the project manager and functional managperate
independently of each other. None reports to therotMoreover,
there could be a case where the people who posisessght
skills are not made available for project work Meit line

manager.

o Cost Ineffective: Implementing matrix form of organization is
not cost effective as more people than requirecamgloyed.

o Role Ambiguity: Since there is more than one manager, there are

more chances of role ambiguity among managers enplogees.
This can result in more discussions than actionagéxajan,
2012).

3.1.3 The Role of a Project Manager in a Matrix Organisaton

By its nature, the matrix management can put sdiffieulty on
project managers because they must work closelly wiher
managers and workers in order to complete the grojeth
different roles, goals, objectives and prioriti€his can present a
problem where there are pragmatic programme magsagbo
may have different goals, objectives, and pricgitilan the
project managers. This aspect has to be addressader to get
the job done. In addressing this situation, itesessary to adopt
an approach that consists of a variation of the rimat
organisation. This approach will include a coortimg role that
either supervises or provides support to the ptojenagers. In
some organisations this is known as the Project dgament
Office (PMO), dedicated to provide expertise, bpsictices,
training, methodologies and guidance to project agans (GEC
524, n.d.).
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Self-Assessment Exercise 2

Attempt these questions to measure what you haamtlso far. Thig
should not take you more than 5 minutes.

In which of these organisational structures is ohaplon of effort mos
likely to occur?

a. Functional organisation structure
b. Matrix organisation structure
C. Pure project organisation structure

4.0 Summary

The type of organisational structure that an orgmion chooses is
influenced by a number of factors including envir@nt. Matrix culture
is an attempt to correct the faults in the funaioand pure project
organisation. As a project structure, it combiné® tfeatures of
functional organization structure and pure pro@ganisation structure.
It is a structure which makes use of the functiomainager and the
project manager. However, both are independent repdrt to the
overall manager. While there are some advantagethisfstructure,
there are also some inherent disadvantages.

This unit has exposed you to the matrix organisalistructure which is

one of the three major types of organisation stmectYou have looked
at the concept of matrix organisation as well as #dvantages and
disadvantages of the organisational structure. e of the project

manager in a matrix organisational structure was abnsidered.

5.0 Tutor Marked Assignment

1. Briefly describe a matrix organisation structure
2. Explain in what way the matrix organisation struetdefers
from pure project structure
3.  Name and explain three advantages and thsael\chntages of
matrix organisation structure

6.0 References/Further Readings
Business Talk (2012)

GEC 524 (n.d.). The project organization structpdd. Available at
https://prog.Imu.edu.ng/colleges_CMS/document/bfBEE524
%20-
%20THE%20PROJECT%200RGANIZATION%20STRUCTUR
E.pdf
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Harrin, E. (2018). Pros and cons of 3 project omztional structures.
Available at https://www.thebalancecareers.comAianos-cons-
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Course Hero (2020). 4 Assignment: organizationaicsiire. Available
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7.0 Possible Answers to Self-Assessment Exersise
1. True
2.True

3. Matrix organisation structure
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Module 3 Resources in Project Management

Unit 1 Definition of Project Resource
Unit 2 Resource Management

Unit 1 Definition of Project Resource
Contents

1.0 Introduction
2.0 Intended Learning Outcomes
3.0: Main Content
3.1  Definition of Project Resource
3.1.1 Types of Resources in Project Management
3.1.2 Project Resources Allocation
3.1.3 Importance of Resource Allocation
4.0 Summary
5.0 Tutor Marked Assignment
6.0 References/Further Reading

1.0 Introduction

In the preceding module, you were taken througheptarganisations
to enlighten you on the various types of orgamsgatstructures in
project management. In this module, we will be iagkat resources in
project management.

Resources are very important in project managem&snerally
speaking, a resource is a stock or supply of momeyerials, staff, and
other assets that can be drawn on by a persorganisation in order to
function effectively (Lexico, 2022).From that definition, we can say
that resources come in various forms: people, t@mid equipment,
materials and so on. Without availability of resmes, it will be difficult
to start and complete any project. To that exténthere is inadequacy
of resources, it will have and adverse effect @npioject execution.
Also, where there are resources, they must be aidcand utilised
judiciously to ensure that they complete the prioyethin the scope and
schedule. In project management, the project nadtehas the
responsibility to manage project resource to entwaeproject does not
run into murky waters due to poor management ard us

2.0 Intended Learning Objectives

In this unit, you will be taken through the meanofgroject resource
and types of project resource
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3.0 Main Content

3.1 Definition of Project Resource

The concept of resources is defined across mangiptiisary areas
somewhat differently. In economics for exampleesource is a service
or other asset used to produce goods and sertiaemeet human needs
(McConnell, Brue, and Flynn, cited in Wikipedia,2X). When resource
is mentioned in Geography, they are perceived apgnmdowments that
are of great value to the survival of man. In Ifyracience, we mostly
view resources as those things that are used ta theenformation
needs of clientele.

Project management involves project tasks and iaesivthat on

completing, results in achieving the expected @etibles. This cannot
be achieved without the resources that are needlexkdcute project
tasks and activities. Resource allocation also knowesource

scheduling, recognises and assigns resources $peeific period to

various project activities in order to successfudgiiver within the

project life cycle.

One of the responsibilities of a project managedpifind the resources
that are suited to the project he is executing @ndlso allocate them
properly. Where the resources do not match thesptojhere is bound
to be project failure. This is referred to as pasource project planning
and allocation. When the resources are not planasd allocated
properly there could be shortage of resourcesdbald lead to project
delays or even abandonment.

Self-Assessment Exercise 1

Attempt these questions to measure what you haamtlso far. Thig
should not take you more than 5 minutes.

Project resource allocation is merely concerneth wilocating funds to
project tasks: True False

3.1.1 Types of Resources in Project Management

There are different types of resources in projeaenagement. Some
attempts have been Resources that are used ircproggmagement into
people, equipment, materials, faciliies and codJisese have been
categorised into three main areas: work, mateaats costs (Microsoft
Project, 2010).

Work Resources: The work resources are the people that are pat of
project, also called the project team. This catggdresources is highly
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important because the project largely depends oplpdgo make things
happen. While material resources are importanty tennot do any
work by themselves. This drives home the point tiat quality of
human beings in a project team will determine thecsss or failure of
the project. This makes it imperative for the pecbjenanager to
intentionally recruit the best possible team.

The work of the project manager does not end vétiuiting the work
resources. It is also his responsibility to man#gsn to get the most
benefit from them.

Part of what the project manager should look outaf® he gathers his
work team is the skills that are possessed by pacson. Nobody can
perform beyond their skills level.

However, to get the best out of his work team,thgect manager must
ensure that he pays attention to the welfare netlis team.

Material Resources Material resources are tools and assets that are
required to get the work going. The work resouroesroject team
needs tools and assets to execute the tasks ¢hassigned to them.
Material resources include tangible goods such agples and
equipment. It is also important that they are inodjofunctioning
conditions to enable the project team work effedtivand efficiently
with them. Poor working tools can cause dissatigfacand delays in
executing their tasks.

In cases where the company does not have some eofnéeded
equipment, the project manager should hire themutsource the tasks
to external teams.

Costs ResourcesRegardless of the size or type of project, mondly
be needed to execute it efficiently. The projectnager also needs
money to procure vital tools and equipment and plpthe salaries of
team members. Inadequacy of funds will definitelyake project
execution difficult.

However, it is not just enough that money is preddlt is imperative

that the project manager how to budget and allonaiaey properly.

Without this skill, no amount of money will be sefént. Financial

accountability is also required from the projectnager as the project
sponsors want be assured of efficient deploymetttef money.
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Self-Assessment Exercise 2

Attempt these questions to measure what you haamtlso far. This
should not take you more than 5 minutes

The people in a project are categorised under:

a. Cost Resources

b. Material Resources

c. Work Resources

d. All of the above

3.1.3 Project Resources Allocation

Resource allocation is an important part of projecanagement.
Resource allocation is the process of assigningsahdduling available
resources in the most effective and economical p@ssible...it is the
management and delegation of resources throughptdgject to ensure
that it runs as smoothly and successfully as pteséilirike, n.d.).

The need for assigning and scheduling availableuregs in the most
and effective and economical way possible stemm fthe fact that
resources are not inexhaustible. Projects needumes® from the
initiation phase to the closing phase. The onusithe project manager
to know the right time and allocation of the resms within the project
schedule. The resources are expected to be plaanédscheduled
proper.

Self-Assessment Exercise 3

Attempt these questions to measure what you haamtlso far. Thig
should not take you more than 5 minutes.

Project team members constitute the work resource:

True False

3.1.3 Importance of Resource Allocation

Prevention of Project Delays:The importance of resources in project
management cannot be understated as resources affeworking
processes in project management. The implicationthiat their
availability and sufficiency enable the project rager to keep to project
deadlines and, therefore, meet the project's atag=ct

We should remember that projects consist of taskisaztivities. These
tasks and activities must be completed before Xpeated deliverables
can come. Delay in completing any of the tasks muitist likely result in

116



LIS 412 PROJECT MANAGEMENT AND EVALUATION

a delay in meeting deadlines. Most project delagscaused by either
insufficient or inappropriate allocation of resoesc

The importance of resource allocation thereforg iliethe fact that with
proper resource allocation, there is less delays more favourable
outcomes. It also means getting the best resultpaythg lower costs.
This cuts across all types of resources: work, rietend cost.

Reduction of Incidences of Conflicts:Although conflicts cannot be
ruled out completely from project management, negatonflict is not
the desire of any project manager. Unmanaged orojpgsly managed
conflicts can affect the project schedule and & #xtent is costly. One
of the ways to prevent conflicts on the projece sg& to ensure that
workers are paid salaries are paid promptly and their welfare is
taken seriously. Proper planning and allocatiorusmshat there are no
delays in salaries and so no delay in project cetigpi.

Prompt Procurement/Replacement of Tools and Equipnm@: Proper
allocation of resource makes it possible for thejgmt material to
procure and/replace broken-down tools and equipmemmptly.
Invariably, there will be no delays in the work pess. This in turn
significantly reduces team burn outs and improverrison.

Ease of Accountability: Although the project manager is responsible
for the resources, he is expected to allocate #seurces properly.
Proper allocation means that all financial expanditand use of other
resources are properly documented and accounted Lfack of
accountability results in mistrust of the proje@mager and could make
the stakeholders lose faith in him. Practice ofperoresource allocation
enables the project manager to keep correct adogunt

Lower Overhead Costs:Proper resource allocation encourages
efficient resource allocation which in the long rdiscourages wastage
and saves resources for the organisation. Fomiostat goes a long way
in making it possible to choose the best availalskets and use them for
multiple projects, and manage them throughout tleekwand by so
doing, avoid under utilisation or overutilisatiohemployees.

Increased Productivity: Resource allocation aims at ensuring that there
is no hitch to the project by allocating resoureffigiently across tasks
therefore, when done properly eliminates or redusestages and
delays which in turn leads to greater productivity.

Enhanced Profits: Proper resources allocation lowers overhead costs
and encourages better productivity among projeatngewhich in turn
increases their productivity. Thus, when thereeuction of overhead
costs and increased productivity, the organisabenefits by saving
resources that could be deployed into other preject
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Improve Quality in Projects and Products With proper resource
allocation, it is possible to engage project teamd equipment that are
of high quality. In terms of the human resourceqegtise ensures that
quality products are delivered. High quality equnéent also makes it
possible to work with equipment that produces Hjghlity products and
services. This is guaranteed to satisfy the stddena

Self-Assessment Exercise 4

Attempt these questions to measure what you haamtleso far. Thig
should not take you more than 5 minutes.

Project deliverable is not hindered by resourcecaliion: True False

4.0 Summary

In this unit, we looked at resource allocation mojpct management.
Resource in project management covers all the shingt are needed to
execute a project including work, material and soBecause projects
consist of tasks and activities, and given thatweses are not infinite, it
is important that the available resources are atkxtin such a way that
no task or activity suffers. Failure to allocateaerces properly results
in project delay and in the long run could make pheject exceed its
life cycle. There are many advantages associatéu pvoper resource
allocation.

5.0 Tutor-Marked Assignment

What do you understand by resource in project mamagt?
Name and discuss at least five advantages of res@liocation

6.0 References/Further Reading

Landau, P. (2022). What is resource allocationfe$@urce allocation
tips for projects. Available at
https://www.projectmanager.co./blog/resource-allioca

Lexico (2022). Resource. https://www.lexico.comdaiihition/resource
Wikipedia (2022). Resource. Available at
https://en.wikipedia.org/wiki/Resource

Wrike (n.d.). What is Resource Allocation in Projstanagement?
Available at https://www.wrike.com/project-manageme
guide/fag/what-is-resource-allocation-in-projectragement/
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7.0 Possible Answers to Self-Assessment Exercises

SAE 1 False
SAE 2 Work Resources
SAE 3 True
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Unit 2 Resource Management

Contents

1.0  Introduction

2.0 Intended Learning Outcomes
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3.1 Definition of Resource Management
3.1.1 Tools and Techniques for Profgesource Management
3.1.2 Constraints to Resource Management
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4.0 Summary

5.0 Tutor Marked Assignment

6.0 References/Further Reading

1.0 Introduction

In the previous unit, we looked at resource allocatin project
management. We were able to understand its impmatan this unit,
we shall be looking at resource management.

Without doubt, availability of project resources dsboost to project
delivery. It also ensures that the best resourcespeocured for the
project. It reduces delays and encourages projelttedly within the
expected timeframe among other benefits.

However, it is not enough to have resources. Tisbmld bs proper
resource management as improper resource manageésnbotund to
affect resource utilisation. Where resources ateutilised properly, the
project can suffer adverse effects such as poditgudelivery, late
project delivery and in fact, incomplete project the worse of
circumstances.

This is why it is important that resource managemmempart of project
management

3.0 Intended Learning Objectives (ILOs)

In this unit, you will learn about project resowscmanagement, its
objectives, the tools and techniques for projesbuece management
and the constraints to project resource managerfkeowledge of this

aspect of project management will equip you for peroresource

management
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3.0 Main Content

3.1 Definition of Resource Management

Project budget management is the proagssacking and monitoring
the finances throughout the project. Resource mamnagt rates highly
among the many skills needed by a project man&ggular monitoring

of the project budget throughout the life cycleaoproject goes a long
way to eliminate leakages, wastages and mismanageane ensures
that project budget is not adversely affected. Withsource

management, the project manager can quickly idewmtifen costs begin
to exceed estimates. This enables him to make taggunss that ensures
that project resources are not depleted duringtbgect life cycle.

Project resource management includes the proc&ssdentify, acquire,

and manage the resources needed for the successfletion of the

project (Course Hero, n.d.). This definition inchsd the gamut of
processes that include identification, acquisiti@amd management of
resources. In other words, management is not litdethe ensuring that
the resources are utilized in the best way possible

In resource management, the project manager skeodléavor to use the
original project budget prepared during the plagnpinase as baseline
with which to judge variance i.e. the differentweén the estimated and
the actual.

Since it is possible for changes to occur in theldat, the project
manager must ensure that he receives approvalufdr shanges and
then go ahead to re-baseline the project baseReebaseline here
implies that the original baseline has been chamgesl result of the later
changes made in the original project budget.

Be that as it may, the project manager should avmduent and
unexpected budget change that results in significannning over the
budget. Although there is provision for contingenicy the project
budget to handle variance, too much of it is degrital and care must be
taken to avoid it where necessary.

Self-Assessment Exercise 1

Attempt these questions to measure what you haamtlso far. Thig
should not take you more than 5 minutes.

The difference between the project planned projesburce and the
actual cost is termed variance
True False
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3.1.2 Resource Management Process

As we already know project resource management agoing process
that continues throughout the project life cyclarthg from the
planning phase and ending at the project closuaeselio complete the
project management cycle. There are three dissitagjes in the project
management process and it is important that thegronanager has a
clear understanding of how to properly manage ttugept resources
through all the stages.

During this phase, it is important that the projeenager understand
how to do resource planning, resource scheduling asource
allocation.

Resource Planningis the stage where all the project is broken down
into tasks and estimated resources that would bé tsscomplete each
task. This is done as soon as the project scogetesmined. Changes
that may occur in the future are also factored theoproject plan.

Resource Scheduling This is concerned with efficient allocation of
resources to all the project tasks to ensure tleatasks or project have
all the resources that will be needed to complete i

Resource Allocation This is the actual process of assigning and
managing the project assets of resources in suglyathat it supports
the strategic goals of the organisation. Part gbuece allocation is
managing tangible assets such as equipment andnhcap#al in such a
west that the best use can be made of them.

3.1.3 Resource Management Techniques

The following resource management techniques aeel &g forecast,
plan, allocate, level and optimise resources dutiirggproject execution
phase.

. Resource Forecasting This is concerned with estimating the
resources that will meet the plan. This is donéhwesource
estimation to cover all the tasks and activities.

. Resource Allocation This consists in evaluating the available
resources including capacity, resource scheduelamtasks that
need to be completed to find the project team neemlwho
possess the skills that are most relevant andrentat the
resources available will be used to carry them avat available
when they are needed

o Resource Leveling This is concerned with team skills and
finding better resource opportunities. With a tuagh knowledge
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of the skills of project members, tasks are asgign such a way
that resources are used efficiently.

Resource Allocation This is the last of the techniques and it is
concerned with tracking allocated resources tdlentne project
manager can spot idle resources. Where resoureasoé being
used efficiently, they are reallocated or changexle in the
resource management plan.

Self-Assessment Exercise 2

Attempt these questions to measure what you haamtlso far. Thig

should not take you more than 5 minutes
Resource leveling is concerned with tracking alledaesources:
True False

3.1.4 Project Resource Management Tools

Resource Management Plan It is one thing to have the
resources and another to allocate them efficiemlyresource
management plan is a tool that project managerdauseanage
their most important resource which is the humaouece. It is
the foundation upon which the resource managemerteps is
built and so is considered the most important toolproject
resource management.

Resource Breakdown Structure (RBS):This is a chart that is
used to help project managers to organize the ressult is
hierarchical in nature and so allows them to see libe
resources interrelate. It is the basis on whichlihdget is laid
because a thorough listing of resources in thetcmakes it
easier to estimate the cost of the project.

Responsibility Assignment Matrix (RAS): A project consists
of different work packages or related componentat thre
grouped together. This technique shows how theuress are
assigned to each work package including each tiagis being
worked on and who is working on what thing. Thig RAS is
used to illustrate the connections that exist betwevork
packages or activities and the project team members
Resource Histogram This is also a chart but unlike the
hierarchical RBS chart, this is a bar chart andlsisd for resource
allocation. The resource histogram is essentiafaaning graph
that shows the amount of time that a resource hedided to
work over a period of time. With this graph, it pgssible to
determine when a resource is available at any tieng the
project resource management life cycle.
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Self-Assessment Exercise 6

Attempt these questions to measure what you haamtlso far. Thig
should not take you more than 5 minutes.

Resource breakdown structure is a tool used tstitite the
interrelations that exist between work packagesthagroject team:
True False

3.1.4 Constraints to Resource Management

1.

Resource constraints can be described as anytiomtar barrier
or risk that is associated with project resourdecation. It is
important that they are identified because theyaactoadblocks
that can derail and prevent or delay the succes$fole
Constraint: As we have already determined, a project is a
temporary endeavor with a definite start and emet tiln essence,
project managers work with a timeline within whittey are to
produce the project deliverables. Therefore, theeticonstraint
has to do with the project’s schedule for completi®his also
includes the deadlines for each phase of the fraged the date
of the final project delivery.

It is the wish of every project manager to workhwitthe time
constraint as any delay will tamper with the phaaes of course
date of completion of the project.

To mitigate against time constraint, the projecinager should
ensure proper planning, scheduling and monitoring.

Scope Constraint:A project’s scope defines the specified goals,
deliverables, features and functions of a projecilso includes
the tasks that are required to complete the project

Failure to scope the project properly is detrimetdathe execution of
the project

To check against scope constraint, the project gemshould
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Provide clear documentation of the full project meoat the
beginning of the project, including all requirement

Set up a process for managing any changes, soniecoe
proposes a change, there is a controlled systephage for how
that change will be reviewed, approved or rejectedd
implemented if applicable, and

Communicate the scope clearly and frequently wigkeholders

Cost Constraint: The cost of the project also known as the
project’s budget encompasses all of the finan@aburces that
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are needed for the timely completion of the projedine with its
predetermined scope. The cost here includes this émslabor,
vendors, quality control and other factors. well.

Insufficient budget constitutes project cost caamstr It also has its
multiplier effect including delay in providing deérables.

Depending on the type and size of the project, budgstimation
techniques such as parametric estimation, bottgnestimation etc. can
be used to check against this in the planning phase timely
completion of any project.

In project management, there are three major cangir time, scope
and cost.

Self-Assessment Exercise 4

Attempt these questions to measure what you haamtlso far. Thig
should not take you more than 5 minutes.

Constrains related to goals, deliverables, featamsd functions of a
project are described as:

a. Cost constraints
b. Scope constraints
C. Time Constraints
d None of the above

3.1.5 Guide for Project Resource Management

To ensure that resource allocation is done propéngre is a need to
consider some tips that can guide one throughrbeegs. While there is
no authoritative guide on how to go about it, somghors have
identified some guides that can help to make tloegss more effective
and efficient.

Landau (2022) has outlined a number of guiding gypies along this
line.

1. Knowledge of Project Scope Before the project manager, he
should be clear on the scope of the project inolgdize and
duration of the project. As soon as this is deteadj he needs to
decide on the resources he would be needing, imgutiow
many of those resources that will be necessarytoptete the
project. With a good knowledge of the project scapevill be
easier to determine how to allocate resources ke tare of
everything.
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Identify the Project Resources With knowledge of the scope as
well as the project objective and the tasks, apgroaceived, the
next thing to do is to identify the resources thet available
including the equipment that may be purchasedredhiAgain, it

is important to ensure that the available resoursgls serve
throughout the timeline.

Avoid Procrastination: The project manager should go to work
to plan his resource allocation. Waiting for thefeet time to
carry out this responsibility is not advisable. @&eal that
resources needs may change, it is better to galedrehplan and
then as time goes on, changes can be made. Satiagesource
plan enables him to detect potential red-flags esponding to
them beforehand before the arise.

Holistic Thinking : All aspects of the project including the time
schedules for the project team should be plannedWthat time
is for holidays and what happens in the eventlioéds among the
project team. Also, if some equipment or site hasnbleased,
how long will that last? In essence, the projechagger should
pay attention to detail.

Knowledge of Resource Dependencie®ftentimes, there are
several projects running at the same time, it bgliwrong to over
depend on one project team for the accomplishméralahe
major project work across the projects, especidllyt is an
external team as it could result in work overloddcks and
resource shortages. areas.

Track Time: Time is critical in project management so, ensure
that you are closely watching the job performanicgon team to
ensure efficiency. This is important to avoid jollad/s or
procrastination.

You can improve time tracking by keeping trackloé team’s workload
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using the right tools that makes real-time datdectibn on one
page where one can see and schedule ahead of time.

Invest in/Use Productivity Tools: There are available online
project management software that are great at nramag
resources more productively. Online tools can a&@sb project
data instantly updated. These will enable you séerev the
resources are allocated. With such tools, it issiids to know
what the current situation is with the team members

Avoid Over-Allocation: Over-allocation of resources is not
helpful and can result in team burnout. Projectnteaembers
should not be stretched to their breaking pointe ey for
getting result is to allocate resources evenly.

Realistic Approach Do not favour one aspect of the project over
another by allocating more resources to it. Fotaimse, in the
project estimate, do not allocate more resourceadayng more
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people or days to the schedule. This will be dedrital in the
long run.

10. Create a Routine The project manager plans before executing
and monitoring, expectedly. However, even with thest of
resource allocation, something could go wrong dmbi caught
on time could mar the process. Therefore, it iswise to leave
monitoring/checks for later. It is important to louin regular
monitoring into the plan. Ideally, this should ket ap to happen
on a particular day and time every week. The ptopeanager
should go through the resources, check the propectagement
tools and ensure that no one is over-tasked focah@ng week.

Also, have regular conversations with your teamwgthte them on the
progress of the progress while also getting theadback on any issues
of concern. Setting up a routine check-in and kegpipdated with the
project management software will help you to haygwmad idea of your
resources spread.

Self-Assessment Exercise 5

Attempt these questions to measure what you haamtleso far. This
should not take you more than 5 minutes.

Dependency relates to over dependence on one pteg@n
True False

4.0 Summary

Resources availability is the basis for projectcexien and complete
and as such is a very critical aspect of projeatagament. This stems
from the fact that all the phases of the projdetdiycle until the project
closure and provision of deliverables depend orouees for their

execution. Resources include all the assets refjuine successful

completion of a project including people, equipmdatilities and so

on. However, beyond resource availability is theamant matter of

project resource management. This cuts acrossipanscheduling and
costs. It is important that resource managemermcatés resources
properly as well as monitor and control them toueeshat they are
efficiently used to complete the project.

Tools and techniques are available to assist tlogeqtr manager in
carrying out the process of resource management.

5.0 Tutor-Marked Assignment

What do you understand by resource management?
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Name and explain the three resource constraints.
6.0 References/Further Readings

Course Hero, (n.d.). Chapter 9: Project resourcaag@ment. Pdf -
chapter. Available at
https://www.coursehero.com/file/38254272/Chaptétdject-
Resource-Managementpdf/

Landau, P. (2022). What is resource allocationfe$@urce allocation
tips for projects. Available at
https://www.projectmanager.co./blog/resource-allioca

Westland, J. (2022). Resources management: prdoess &
techniques. Available at
https://www.projectmanager.com/blog/quick-guideenase-
management
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7.0 Possible Answers to Self-Assessment Exercises

1. True
2. True
3. True
4. Scope constraint

5. True
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Module 4  Project Evaluation

Unit 1 Concept of Project Evaluation

Unit 2 Concept of Post Project Evaluation
Unit 1 Concept of Project Evaluation
CONTENTS
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4.0 Summary

5.0 Tutor Marked Assignment

6.0 References/Further Reading

1.0 Introduction

Project evaluation is a very important aspect afjgmt management.
The expectation of any project manager is that ghgect will be
successfully completed. Success is about ensutiag the project
deliverables are met and that the organisationndr weser is satisfied
with the outcome. There is no way of ensuring thatroject stays on
course towards successful completion except byecwotlg and
analysing information in order to understand theogpess and
effectiveness of a project. To this end, projealeation can facilitate
the successful completion of the project, and imfakecisions about the
future of both the project at hand and other ptsjethis unit therefore,
focuses your attention on the processes that awciased with project
evaluation and how they all dovetail in ensuringuacessful completion
of a project.

2.0 Intended Learning Outcomes
At the end of your study in this unit, you shoukldble to appreciate the

definition of the concept of project evaluationvesll as understand the
reasons for project evaluation.
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3.0 Main Content

3.1 Definition of the Concept of Project Evaluatn

Generally speaking, evaluation is concerned witbessing an object,
project, product or service according to predeteedi specifications.
Essentially, project evaluation is an assessmaniedaout on a project
during the course of its implementation. The evidunais carried out as
major milestones are reached. The objective of yoagr out an
assessment as the project reaches milestones dtivengourse of
implementation is to determine if the project i en course, and in the
direction that was planned. According to Nagarafaf12), “project
evaluation is an attempt to determine if the oVestaltus and progress of
the project is acceptable as compared to what ‘eemed earlier and if
the objectives are being achieved. The ultimatediproject evaluation
is to bring about all round improvements in projgdanning and
execution. Meredith and Mantel (2011) have obsertleat while
evaluation seeks to ensure that a project is seftdests’ primary
purpose also is to help translate the achievemititeoproject’s goals
into a contribution to the parent organisation’sllgo To achieve this,
every facet of the project is studied to identifydaunderstand the
project’s strengths and weaknesses.

Zarinpoush (2006) sees project evaluation as aegeoof collecting and
analyzing information in order to understand thegpess, success, and
effectiveness of a project. Evaluation is an imgottaspect of project
management because it can facilitate the successfupletion of the
project, and inform decisions about the future athithe project at hand
and other projects that will come up any time ia finture.

The IFRC (2007) defines project evaluation as “Hystematic and

objective assessment of an ongoing or completeggirgorogramme or
policy, its design, implementation and result. Exagiion determines the
relevance and fulfillment of objectives, efficien@ffectiveness, impact
and sustainability.” They further state that evéibres are not done just
for the sake of it because certain key informatoa expected. To that
extent, “evaluation should provide information that credible and

useful, enabling incorporation of lessons learnetb ithe decision-

making process of both recipients and donors.”

The definitions underscore the point that evalumitoan integral part of
project implementation. They also point to the feoat evaluations are
carried out during and after the project implemgata Therefore,

evaluation is important and must not be ignored.
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Self-Assessment Exercise 1

Attempt these questions to measure what you haamtlso far. Thig
should not take you more than 5 minutes.

Project evaluation is the process of understandimg process o
collecting, analysing information to understand tpeogress an
effectiveness of a project.

True False

Sy

3.1.1 Objectives of Project Evaluation

Project evaluation is done to determine the relegaand fulfillment of

objectives, development efficiency, effectivenesgnpact and

sustainability of a project. To be beneficial, exalon should provide
information that is credible and useful, enablitg incorporation of
lessons learned into the decision-making procesallo$takeholders.
This should be seen from the perspective that eysnpject has
objectives that it should achieve. Therefore, thiéical questions of
development efficiency, effectiveness, impact anstanability of the

project is very important. The evaluation has tovjte an information
for action that will be useful in decision-makirgirategic planning and
if need be program modification. The evaluationoinfation once
available is distributed among the project stakeéwsd and integrated
into management practices. If this is not donejuat®n is a waste of
organisation resources. Meredith and Mantel (2GL@&her posit that
during the process of project evaluation, recomragods for

improvements that can help both ongoing and fupwogects are made
in order to:

Identify problems earlier

Clarify performance, cost, and time relationships
Improve project performance

Locate opportunities for future technological adses
Evaluate the quality of project management

Reduce costs

Improve the process of risk identification and mgement
Speed up the achievement of results

Identify mistakes, remedy them, and avoid thenhéfuture
Provide information to the client

Reconfirm the organisation’s interest in and cotmment to the
project.
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Self-Assessment Exercise 2

Attempt these questions to measure what you haamtlso far. Thig
should not take you more than 5 minutes.

Evaluation is important for

a. Decision-making and for strategic planning

b. Scheduling activities

c. Project organising

d. None of the above

3. 1.2 Types/Choice of Evaluation

It is important to understand the different typé®waluation that can be
conducted over a program’s life-cycle and whende what. As far as
project evaluation is concerned, there are mangsygach with its own
set of processes and/or principles. Also, thereaareimber of factors
that influence the decision to use one type ofwatadn or another. By
way of categorization, an evaluation can be acogrdo their purpose,
who conducts them, when they are carried out, thadapproach used,
and cross-cutting themes.

Although there are many types of evaluations, th&nntypes are
process, impact, outcome and summative evaluation.

Process Evaluation: Process evaluation (also called formative or
implementation evaluation) examines the ongoingratmns of the
project. It focuses on what staff and participads whether the target
population is being served, what parts of the mtopgre working as
expected, and what parts are not working. The t®sfl a process
evaluation can help the project manager improve dperation or
implementation of the project.

In actual fact, process evaluation should be daferb any other type
of evaluation because measuring the effectivendssa @roject or

program is necessary to determine if it is being as intended, and if it
is reaching the intended audience.

Hawe et al (1990) outlines the following as somehaf questions that
process evaluation will help in answering:

Has the project reached the target group?

Has the project reached the target group?

Are all project activities reaching all parts oéttarget group?
Are participants and other key stakeholders satsfvith all
aspects of the project?
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o Are all activities being implemented as intendedik why?
. What if any changes have been made to intendedtssi
. Are all materials, information and presentationgatlie for the

target audience?

Outcome Evaluation: Outcome evaluation (also called impact
evaluation) assesses the extent to which a pros affected
participants or environment. It focuses on immedjiatermediate, or
ultimate outcomes that are attained as a resutbofpleting a project.
The results of outcome evaluation should identifyaoticipate both the
desirable and undesirable impacts of the projecttc@ne evaluation
can also determine how the needs that gave rigbetqroject were
satisfied, or whether these needs still exist. fimep words, outcome
evaluation is concerned with the long-term effedtthe program and is
generally used to measure the program goal. Coesdgu outcome
evaluation measures how well the program goal kas lachieved.
Outcome evaluation will help answer questions sasch

o Has the overall program goal been achieved?

o What, if any factors outside the program have dbuated or
hindered the desired change?

. What, if any unintended change has occurred asutref the
program?

Outcome evaluation measures changes at least sikhsafter the
implementation of the program (longer term). Altbuoutcome
evaluation measures the main goal of the prograoan also be used to
assess program objectives over time.

Impact Evaluation: Impact evaluation is used to measure the
immediate effect of the program and is aligned witle programs
objectives. Impact evaluation measures how well {w®grams
objectives (and sub-objectives) have been achieved.

. Impact evaluation will help answer questions sush a

o How well has the project achieved its objectives(aub-
objectives)?

. How well have the desired short-term changes bekreeed?

Impact evaluation will assess the attitudes of ngpipeople
towards the learning environment and how they gieed it. It
may also assess changes in participants’ sekémsteonfidence
and social connectedness.
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Impact evaluation measures the program effectisemamediate after
the completion of the program and up to six moatitesr the completion
of the program.

Summative Evaluation At the completion of the program it may also
be valuable to conduct summative evaluation. Thissers the entire
program cycle and assists in decisions such as:

o Do you continue the program? If so, do you continur its
entirety?

Is it possible to implement the program in othetisgs?
How sustainable is the program?

What elements could have helped or hindered thgrano?
What recommendations have evolved out of the progra

Evaluation

Process Outcome Impact Summative

Fig. 9: Types of Evaluation

The choice of project evaluation type can be madset on the
following

> Objectives and Priorities of the Project: A project has its
objectives and priorities, and it is important tktta¢se are borne
in mind in the attempt to achieve it. It is importaherefore to
find out whether the objectives and priorities sett in the
initiation of the project are being carried out.

> Purpose of the Project Evaluation:The purpose is concerned
with the reason for initiating the project. Is tpeoject being
executed with the purpose in mind? If the purpas®ibuild a
library, is the project that is being executed goin meet that
need at the end of the day? If it is a servicel iwvibe able to
provide the service needed? Let us assume thairtject is to
develop a program that can carry out library autoionals what
is being expected capable of giving that?

> Nature of the Project: This looks at the type of project that is
being considered; is it process, outcome, impactuonmative?
The nature of the project is important as the eaadus are done
at specific times in the development of the project
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> Time frame for Conducting the Evaluation: What time is the
evaluation being carried out? Is it during or aftke project?
Carrying out an evaluation as it is on-going isiraportant as
when it is completed. The merit for carrying it alduring the
project is that it gives room for corrections to beade if
discovered. This will enable the necessary adjustsnéo be
made, and will be less costly in terms of resour@sthe other
hand, the evaluation that is carried out at the @nthe project
will seek to know whether the client is satisfiedthwthe
deliverables in terms of function and performance.

> How, and for whom, the Results of the Evaluation vl be
used: At the end of the day, every project has its eret.uBhere
are also other people who are involved in it. T¢tas be senior
management personnel or other stakeholders. Thereffactors
such as how, and for whom, the results of the exan will be
presented will determine the type of evaluatiobeéqrepared.

> Time Frame and Budget for Completing the Evaluation The
timeframe and budget for completing the evaluai®ralso an
important consideration. At what stage of the depelent and
length of time is the evaluation needed? Also, ueses will be
needed to carry out an evaluation. The amountsafunees that is
required for evaluation is also dependent on thpe tyf
evaluation that will be prepared. This is also dej@at on what
stage of the project life-cycle the evaluation eeded.

Self-Assessment Exercise 3

Attempt these questions to measure what you haamtlso far. Thig
should not take you more than 5 minutes.

The type of project will determine whether it ispeocess, outcome,
impact or summative of evaluation.
True False

3.1.3 Principles of Evaluation

Like project management, project evaluation als® $wne principles or
steps that need to guide the process for it talyeekatisfactory result.
These are 1. Develop an evaluation plan. 2. Conduatuation, 3.
Analyze data and develop report
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1. Develop an Evaluation Planit is good practice to develop an
evaluation plan. This step will involve review bEtproject goals
and objectives, identification of the stakeholdefsthe project
and their roles; identification of the project aittes and how
they are related to the objectives of the projetntification of
key evaluation questions. The questions that ametified should
be able to show the progress and success of thecpr@®ther
things that must be part of the plan include ideation
indicators (i.e., measurable factors) that careceflhe success of
each step of the project, and identification of theasurement
tools needed to gather information. The tools used
measurement will determine the type of informatithvat is
gathered. It is advisable to try to use both forteals such as
surveys, focus groups and informal tools such agtimgs,
checklists. Finally, the plan should identify soesdor collecting
data (i.e., who and where to get the informatiami).

2. Conduct evaluation:Having developed an evaluation plan, the
next thing to do is to develop a system to keepktraf all
information and observations. Also develop rappeith the
project stake holders, making sure to communicate t
importance of project evaluation, and encouragemth®
participate in information collection. This is impant because
they are part and parcel of the project. If they @ot involved in
the conduct of the evaluation, critical informatioray be lost,
and this can have an adverse effect on the prdjeet.next thing
is to develop the planned evaluation tools andyafiy@m.

3. Analyze Data and Develop ReporiThe collected data has to be
developed into a report. To do this, enter data anthosen data
analysis program. This can be done with Excelher $tatistical
Package for Social Sciences (SPSS). The two caosbkd to
analyse quantitative data. On the other hand, N&\Gvo can be
used for qualitative data. Once the data has beseresl, it
should be analyzed. Tables and tables and grapbslidsioe
created for presenting the results. After thaienmtet the results
for findings and compare them against the projégeciives and
evaluation questions. From that, develop answers the
evaluation questions; identify strengths, weakngssessons
learned, and changes that should be implementedll¥i write
the evaluation report and explain how it can beluse
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Self-Assessment Exercise 4

Attempt these questions to measure what you haamtlso far. Thig
should not take you more than 5 minutes.

In data analysis and development of report, N6 Givbl is best used in
what kind of data?
a. Qualitative

b. Quantitative
c Process

e. Summation
4.0 Summary

This unit examined the concept of project evaluatib has shown that
project evaluation is important in the life-cycléaproject because of
its inherent benefits such as helping to ensuré dbgectives are met,
identifying successes, identifying problems andkmesas so they can be
rectified, and providing information to aid furthdevelopment among
others. It is expected that if you are confrontathwa project, you will
be able to use the knowledge you have gained Iseaestepping stone.
Project evaluation is inherently important in tiife-tycle of a project.
Timely evaluations will enable the project managed his team to
know clearly whether the project is going in thghti direction. The
report of a project evaluation will help to avoidstakes before they
become late. Also, the type to use is dependerat pamber of factors.
The information that is collected after an evalatis important will
serve to not only guide the current project, babaven future projects.

5.0 Tutor-Marked Assignment

1. What is project evaluation?

2. Name and explain four types of project evaluation

3. What factors are important in the decision to usg gype of
project evaluation?
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7.0 Possible Answers to Self-Assessment Exercises

SAE 1 True

SAE 2 Decision making and for strategic planning
SAE 3 True

SAE 4 Quantitative data
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Unit 2 Post Evaluation (Post Audit)
Contents

1.0 Introduction

2.0 Intended Learning Outcomes
3.0 Main Content

4.0 Summary

5.0 Tutor Marked Assignment
6.0 References/Further Reading

1.0 Introduction

In the previous unit, you were taken through promaluation and its
various aspects. In this unit, you will be takemotlgh post project
evaluation. While project evaluation is an ongoieggercise that is
carried out in the course of executing the progead as milestones are
reached, post project evaluation/audit is conduetiéer the project is
completed. This is important to ascertain the dotoat of the project
and the time within which is completed as againsatvwas projected at
the planning stage. Without post project evaluatioaudit, it is difficult
to have a wide view of the various aspects of tlogept.

2.0 Intended Learning Outcomes

This unit is aimed at broadening your understandfgpost project
evaluation/audit. At the end of the unit, are gotogknow about post
project evaluation/audit, its objectives, phaseab@gpes.

3.0 Main Content

3.1 Definition of Post Project Evaluation (PosAudit)

Post project evaluation also known as post audipast completion

audit is the evaluation that is carried out on @jgut after it has been
completed. In their definition, Liu and Sanli cited He & Lei (2020)

define post project evaluation as “as a systenzatet objective analysis
of the project completed or its planning purposeplementation

process, benefit play, role and influence.” Altigp@2) defines post
project evaluation as “activities performed by aject team at the end
of the project to gather information on what workeell and what did

not, so that future projects can benefit from taatning.

It aims to find out best practices and documentiegsons learned.” It
is important to remember that at the initial projeppraisal, activities
such as estimates are made by way of costing aadtla¢ time it will
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take to complete the project. Given that what iselat the time of
project appraisal is to put down estimates aboatpitresumed cost and
completion time of the project, the post projecaleation assesses the
actual cost and completion time of the project.sTisiwhy it is carried
out after the project is completed. According tayBiajan (2021), while
project appraisal estimates the future of the ptpj@ost project
evaluation or audit is an assessment of the pagh#& is already done.
There is no doubt that the aim of every project ag@ment is to ensure
that projects are carried out within the budget &inte. In essence, a
project is considered successful if it is completathin time and the
budget in addition to meeting the need in termsfurictionality or
performance.

On this, ihttp://www.gov.tas.au/projman/pmirp/pm4.itm cited in

Altug (2002) posits that a project is consideredcsssful if outcomes
are realised; project outputs are delivered on tand to the agreed
quality; costs are within those budgeted and; rdwirements of all
stakeholders are met.

In addition to appraising the completion time anaideet or cost of the
project, the post project evaluation also assetsgesictual social cost-
benefit factors and the extent to which the projebjectives are
achieved.

Social cost-benefit is concerned with comparingdbst of executing a
project in terms of capital and operating expendesa viz different

types of social impacts such as travel time sayitrgsel costs, impacts
on other modes, climate, safety, and the environn@satial benefit cost
is particularly considered in public projects (CTWS, 2017). Anbari

cited in Anbari, Carayannis and Voetsch(2008) ptsitt “during the

termination phase a post-project evaluation needbet conducted to
measure the success of the project in terms a@friggnal and modified

objectives.”

They also add that the post project evaluation kshdicontain
explanations of major variances, lessons learneah fihe project, and
recommendations to support further success oféytwojects.” Liu and
Sanli cited in He and Lei (2020) also observe thataim of carrying
out a post project evaluation is to determine wéethe target that was
set for the project was achieved, document lesgmarsed and garner
project information in the form of timely and effae feedback for
future new decision- making as well as improve rienagement level
of project investment among other things.

In essence, unlike a projection or speculatioev@an expectation, the
post project evaluation provides a clear picturewtfat took place
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throughout the phases or life cycle of the progexd this is conducted at
the completion of the project. This is why it issgible to derive from it,

explanations about differences, the lessons that wearned in the

course of executing the project from which recomdaions are made
to serve as a guide for management of future pimjec

This information is important especially to enalnmnagement take
decisions regarding future projects because orgtais want to invest
only for benefits not to incur losses. AccordingU& Department of
Education NI (n.d.) the template for a post projegtluation will

include the following sections: 1) background (suanynof the EA ie

Evaluation Amount); 2) detailed findings —assessnoérenrolment; 3)

project timing; 4) monetary costs and benefitsnbh-monetary costs
and benefits; 6) risks; 7) project management gnigssons learnt and
recommendations

Self-Assessment Exercise 1

Attempt these questions to measure what you haamtleso far. Thig
should not take you more than 5 minutes.

Which of these appraisals assesses what has aleadycompleted?
a. Project appraisal estimate

b. Post project evaluation

c. Post management assessment

d. All of the above

3.1.1 Objectives/ Purposes of Post Project Evaluation (Rb
Audit)

Following from the above, Nagarajan (2012) has sansad the
following as constituting the objectives for posbject evaluation:

. building up an information base to help propermeation of
project cost and time

. educating all those concerned with the project altioei realities
of project management

. establishing correct time-cost relationship

. creation of appropriate standards for work baseduwtable work
technique

. sharing of project audit information among all cemzd, in

order to build up better understanding and bettenprehension
of the project and its problem areas so that Bpsmild be
avoided in future.
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Additionally, the Uk Department of Education NIdr). has outlined a
number of purposes of a post project evaluaticiol&swvs:

. evaluate the effectiveness of the project in reaishe proposed
benefits as outlined in the economic appraisal

. compare planned costs and benefits with actuak @xt benefits
to allow an assessment of the project's overallesébr money to
be made

. identify particular aspects of the project whichvéaaffected

benefits either positively or negatively; recommatimhs for
future projects can then be derived

. reveal opportunities for increasing the projeciddyof benefits,
whether they were planned or became apparent dorirafter
implementation, and to recommend the actions reduito
achieve their maximisation.

Self-Assessment Exercise 2

Attempt these questions to measure what you haamtlso far. Thig
should not take you more than 5 minutes.

Post project evaluation completes the life cycla pfoject
True False

3.1.2 Phases of Post Project Evaluation (Post Audit)

There are two phases to post project evaluatiomaddiately after the
project is completed and after a lapse of time,beayo or three years
since after the completion of the project. Nagargj2a012) notes that
there are reasons why post project evaluation/asidibne on each of
the phases as outlined below.

1. Post Project Evaluations/Audit (Completion): Postojgct
evaluation/audit that is done immediately afterjgcbcompletion
is done to:

a. consider the differences that exist between thenagtd cost and
the actual cost

b. consider the difference that exist between themedad time and
the actual time taken project implementation

C. determine the areas that contributed in the vanathetween
project time and cost

d. identify the reasons for the observed variancesssdying them
into avoidable and unavoidable variances

e. analyze the steps that could have been taken tailcar avoid
the observed avoidable variances

f. study more closely the factors that resulted in irfgavthe

unavoidable variances as well as examining whasipiisies
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exist for removing them in the future by way of pting suitable

methodology

2. Post Project Evaluation/Audit after a few years:the case of
post project evaluation after a few years, theaedkat it is done
is to:

a. Examine whether the goals and objectives set ®ptioduct are
achieved

b. Determine whether the product that is producednleyproject is
of acceptable quality

Know whether the output estimated for the projecahieved
Know whether the market has accepted the produdt edso
determine whether the production volume of thequbineets the
market share that is planned to achieve.

Qo

3.1.3  Types of Post Project Evaluations

Three major types of post evaluations/audit willdiscussed. They are:
technical evaluation or technical audit; finan@&hluation or financial
audit and economic evaluation or economic audit.

a. Technical Evaluation (Technical Audit): Technicahkiation or
technical audit is done to evaluate the quality guoentity of
production including the operating costs. Here mpgarison of
these factors is made between the information ptedein the
feasibility report against what the actual achiegatnis. Let us
assume in the case of a production company, ttsgbiéty report
would have suggested an estimated output of onéradmmillion
products per week pre-production or at commissigrom the
plant. During production, the actual output is deteed. Other
areas of technical evaluation include: utilitiesxsomed by the
plant in the form of power, fuel, water, consumablgpare parts
etc. Under this evaluation also, the quality anémiity of the
outputs are measured to determine whether they mgected
standards.

b. Financial Evaluation (Financial Audit): Typicallguring project
appraisal, financial projections/estimates regaydmmoject cost
under various heads such as operating costs, maimte costs,
profitability estimates, cash/fund flow estimategurces and
application of funds for the project etc. (Nagamaj@012).
Financial evaluation seeks to find out whether dbwial project
cost viz a viz the estimates made on the varimenfttial heads at
the time of appraisal match. It should be bornmind that some
of the parameters set can only be determined affew years of
operations.
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C. Economic Evaluation (Economic Audit): AccordingNagarajan
(2012), economic evaluation is the most difficolinake because
it involves many subjective aspects that are diffito quantify.
As a result of this, it requires experienced pengbrio carry it
out. Such an evaluator must have the ability tatiflethe social
costs and social benefits of the project. This ypevaluation is
usually associated with public sector projects aodhmunity
projects where social objective rather than finaheind other
objectives is the driving force.

Attempt these questions to measure what you haamtlso far. Thig
should not take you more than 5 minutes.

Social costs and social benefits evaluation ofogegt is normally
carried out on which of these projects?

a. Public sector/community projects

b. Private sector projects

c. Non-governmental Association projects

d. All of the above

4.0 Summary

Evaluation is a very important aspect of project negement.
Evaluations conducted during project implementatisually as the
project achieves milestones helps to ensure tleaptbject is the right
direction. At this stage, errors are detected amuected all aimed at
bringing the project to a successful completion.ydal project
implementation evaluation, post project evaluation post audit
conducted after project completion is very impotrtas the evaluation
provides information regarding whether the projeets able to meet
objectives, find out how effectively the projectnsuin terms of
estimates and projections during project appraisgiis enables
information to be gathered as to actual in compariwith estimations
and projections. It also provides information osskens learnt which is
important for decision making and for future pragec

This unit took you through post project evaluatmnpost audit. In it
you were exposed to the objectives/purposes of pagect evaluation
in addition to the three major types of post prog@@luation/post audit.
One thing that is clear here is that a project muslergo this evaluation
in order to match projections and estimates presemuring post
appraisal in comparison with the actual as thegutdjegins operations.
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5.0 Tutor Marked Assignment

1. What do you understand by post project evaluation?
2. Name and explain two types of post project evabunasti

6.0 References/Further Readings
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7.0 Possible Answers to Self-Assessment Exersise

SAE 1 Post project evaluation
SAE 2 False
SAE 3 Public sector/community projects
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Module 5 Some Organisational Issues in Project

Management
Unit 1 Leadership and Project Management
Unit 2 Interpersonal Aspects of Project Management
Unit 1 Leadership in Project Management

1.0 Introduction

2.0 Intended Learning Outcomes

3.0 Main Content

3.1 Definition of the Concept of Leadership;

3.1.1 Leadership Theories and Styles in Project
Management
3.1.2 Project Performance & Contingency Theory

4.0 Summary

5.0 Tutor marked Assignment

6.0 References/Further studies

1.0 Introduction

While there are various other factors associateti wifective project
management, leadership no doubt remains the mgsdriemt factor.
This stems from the fact that leadership goes g lway because it not
only ensures project management effectiveness,itbaliso enhances
project success. This is possible because it igghponsibility of the
leadership to select and build competent teams. nMihere is a
competent team, arguably it is possible to havecessful project
implementation.

However, while this is true to a very large extehgre is also no doubt
that the type of management style used in projegarasation will
significantly determine the kind of project tearhsre is. Another point
that must be borne in mind is that leadership styiéer from country
to country and to that extent, businesses are ifferehtly given that
cultures as well as the needs of people differttiz¢ as it may, even
within the same country, the leadership style meglimay vary from
project to project.

Therefore, it is important to consider how leadgrgiays out in project
management bearing in mind that team members caretsoes be
under stress because of the nature of the workdbegnd the fact that
projects usually require multi-disciplinary workatas. If stress is not
managed properly, it can escalate to conflictseeibietween members of
different teams or among members of the same tédmare the conflict
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is not properly managed, it can become a hindraticeproject
effectiveness. It takes a good team leader to ereatcomfortable
environment which will also motivate team memberbé committed to
ensuring that the objectives of the project areeactd.

2.0 Intended Learning Outcomes (ILOS)

In this unit, you will know the definition of theoncept of leadership;
you will be taken through some leadership theorag, of leadership in
project management, leadership and project cosflictadership and
team building and leadership and motivation. Atéhd of the unit, you
will understand more clearly the role that leadgrgblays in project
management.

3.0 Main Content

3.1 Definition of Concept of Leadership

Leadership means different things to different peoand to that extent,
any definition of the concept usually depends oe fferspective,

personality, philosophy, values and professionagleanof the one

defining it (Student Activities and Leadership Genin.d.). Northouse
(2007) defines leadership as a process by whicleraop influences
other to accomplish an objective and directs tlgaoization in a way
that makes it more cohesive and coherent. The kshgeTheories and
Studies (n.d.) defines the concept as a procesghimh one individual

influences others toward the attainment of grouprganisational goals.
In the definition by Kouze & Postner (2008) leadigpsis perceived as
process of influencing others so that they undedstand agree about
what actions can be taken, how the actions carxbéeuéed effectively,

and how to inspire individual and team efforts twamplish shared
objectives

In essence, the definitions view leadership from floint of the ability
of an individual who in this case is perceived dsater, to influence
others to work in a desired direction for a desigegl(s). Oftentimes
also, the concept is used interchangeably with gemant.

However, while the two terms have some things immon, they are
not the same thing. To buttress that and also fferdntiate the two
terms, the leadership vs management matrix as edldpt Hammond,
Klingborg, &MacNeil is presented below
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Table 3: Differences Between Leadership and Managém

LEADERSHIP MANAGEMENT

Definitions |he  process-oriented, nohhe implementation ¢
specific practices qthose taslorienteg
challenging the procedduties that facilitate
inspiring a shared visiosupport, and directhe
enabling others to aftimely and efficien
modeling the way, anmaintenance ¢
encouraging the heart operations
The process oriented, non-
specific practices (
challenging the  proces
inspiring a shared visio
enabling others to a
modeling the way ar
encouraging the heart.

Outcomes  |Determining what should [Getting it done and a
done, systematic chan¢well. Effective, efficien
transformation, paradiglcompletion or work
shifts, significant improveme|product, maintenance
or innovation, new and addoperations with a foct
value to or from thion quality of th¢
organisation. product.

Characteristic®\ critical thinker, a risk take Efficient, detai
a visionary, innovativqoriented, a goo
courageous, creative, forwgdelegator, organize|
thinking, open to changeablgpersistent,
to learn from and overcorjadministrative.
failure. :

A team builder,
A team builder, a continuofcontinuous learner, af
learner, able to get along wto get along with peopl
people. Honest, dependalHonest, dependab
competent, supportive, ficompetent, supportiv
minded, cooperativ{fair-minded,
respectful, motivating, valu(cooperative, respectfl
driven, inspiring, resilienmotivating, value
patient, tenaous, credibledriven, inspiring
balanced, emotionally matureresilient, tenaciou

credible, balance

emotionally mature.

Scope Focused on forward thinkinOrganisational focuse

and the long term. Strated

policy development ar

151



LIS 412 PROJECT MANAGEMENT AND EVALUATION

visioning and plannincompliance
requiring insight, complemaintenance,  supp(
choices and desion makingand implementation

creating a new  ordgsystems, increment
facilitating movement towar(focused improvements,
an end goal.

Interaction |Motivates and inspie buildyFocus on individué
potential in others, creates |performance and wo
environment  that fosteoutcomes, maintains
learning, collaboration arnproductive work
fluid teamwork, and attragenvironment.

right performers. - buildi
eam uilding an

Team building and effectiyeffective functioning
functioning teams. teams

Impetus Self-directed, situationgCalendars,  directive
opportunistic,  serendipitoyscheduling, culture ar
can be courageous in the ficustom deadlines.
of uncertain outcomes.

Self-Assessment Exercise 1

Attempt these questions to measure what you haamtlso far. This
should not take you more than 5 minutes.

Which of these is not true about leadership ingunbnanagement?
a. A leader cannot lead a team without the rigjiest

b. The project will still be completed without abker

c. A leader may make changes if a style is not wgrk

d. A leader can choose his team

3.1.1 Leadership Theories and Project Management

The question of how and why certain people becaaddrs has been of
interest to human beings over the years. This ig @ifferent theories
have been propounded to explain how this happezeddrship theories
focus on the traits and behaviours that peopleacipt to increase their
leadership capabilities (Western Governors Uniwgrs2021). These
theories have emerged from researches conductedchglars and
researchers. Leadership in project managementsengal in view of
the increasing appreciation and adoption of thgeptomanagement
approach by organisations and enterprises all tneworld. It therefore
entails that there has to be effective leaderdlppojects are to succeed.
This is why Liphadzi et al (2015) posits that |leatép is important in
any activity that involves collaboration in a grgsjpof people. Project
management falls within this definition because dantails the
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collaboration between project teams. Definitely,e tlsubject of
leadership is important because when it comes age@ts, the project
manager’s leadership style goes a long way toenite the performance
of his team members just as the leadership styteroénager influences
the performances of every organisation, processaativity (Micik,
2016). A number of theories have been used to expgadership. This
includes the trait school, the behavioral or sgdhool, the contingency
school, the visionary or charismatic school, theogmmal intelligence
school and the competency school among others.

Out of all these theories, the one that is most useleadership as it
concerns project management is the competenceytheor

Self-Assessment Exercise 2

Attempt these questions to measure what you haamtlso far. Thig
should not take you more than 5 minutes.

Leadership is important in any activity that invedvcollaboration in a
group(s) of people therefore leadership is impdrtam project
management
True False

3.1.2 Project Performance and Contingency Theory

With the increasing understanding of the importanéethe project
management approach in products and services deligad its
acceptance and adopted by many organisations,etmartt for project
managers is on the rise. This is because projectagess execute
projects.

However, the extent any project manager is ablpadorm the job

effectively determines the success of a given ptofén the other hand,
successful delivery of project goes beyond justpéesonal attributes of
the project manager to include organisational emvirent within which

he is working made up of management, stakeholdedstlae project

team. In realisation of the role of the project mger's performance in
the success of projects organisations are alsongagitention to the
need to develop the leadership skills of the ptojeanager for more
effective job performance.

The project manager is the leader of any givenegtopnd he is

expected to possess leadership skills to makefflectveness.

As mentioned earlier, the concern to understand ard/ how leaders
succeed has given rise to the leadership theasiesechave them today.
One thing that is given is that individuals incluglileaders have certain
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personal characteristics that are inherent in theRersonal

characteristics play a big role in the leadershiissof a leader in

addition to the organisational factors or makeughefgroup that is to be
led. These factors as they present in a given t&tuan which the

project manager is leading will determine whetherwill succeed or
not. This is referred to as situational leadergMiplanova University,

2021).

For instance, a project manager with certain dtarestics mentioned

may find it difficult to lead a team in a given émnment characterised
by their peculiar environmental factors mentionéd\e, but when put

in another environment or situation that is difféerehe may perform

better. So rather than use the same managemeatirstidading across

all project situations, it is the role of the prdjenanager to establish the
best possible fit between the organisation, itsirenment and sub-

systems (Designing Buildings, 2021).

One size fits all approach may not always work.tBe,major issue is to
understand how different leadership situations lsammatched by the
personal characteristics of the leader. This isabse superior
performance results from matching managerial astiath internal
characteristics (personal factors) and external irenments
(organisational factors) (Puddicombe, 2011).

Self-Assessment Exercise 2

Attempt these questions to measure what you haamtlso far. This
should not take you more than 5 minutes.

—

It is the role of the project manager to estabtisé best possible fi
between the organisation, its environment and ystems
True False

4.0 Summary

Leadership is very important in project managenstause it takes
effective leadership to successfully complete aeliver a project. The
project manager interacts with different organmmasi, stakeholders,
teams and customers in the course of carrying isutesponsibilities. A
lot of factors including personality of the lead#ne makeup of the
group he is leading as well as the internal anctresl environment
should guide the style of leadership that he addpts is to say that an
effective leader must understand the leadershile $ty adopt at any
given time as a one- style fits all style of leadep may impact
negatively if he chooses to implement the same shybughout.
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This unit has exposed you to the concept of le&dersn project
management. The unit also highlighted leaderstepries and styles as
it affects project management. The role of leadprshproject success
or failure was also highlighted.

6.0 Tutor Marked Assignment

1. What do you understand by leadership in projectagament?
2. Explain the contingency theory as it relates tggub
management
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7.0 Possible Answers to Self-Assessment Exercises

SAE 1 The project will still be completed withoutesder
SAE 2 True
SAE 3 True
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Unit 2 Conflicts & Project Management

1.0  Introduction

2.0 Intended Learning Outcomes

3.0 Main Content

3.1 Definition of the Concept of Conflict

3.1.1 Causes of Conflict in Project Management
3.1.2 Project Conflicts Resolution

4.0 Summary

5.0 Tutor marked Assignment

6.0 References/Further Readings

1.0 Introduction

Conflicts are inevitable in any activity that inves more than one
person including project management. In project agament, conflicts
arise because project execution requires the cotogether of different
people including stakeholders, project manager praject team(s).
Conflicts are not necessarily bad because there beartonstructive
conflict which aims to benefit the individuals cemced, and from
which people can grow and develop. However, ther@do destructive
conflict which more or less defies solution, distgs energy and
distracts attention from more important activities issues. Such
conflicts destroy team morale and result in theapsation of groups of
people or teams if left unaddressed (CappozoldditeOhlendorf (n.d.).
The implication, therefore, is rather than expect to have conflicts
during a project, the concern or focus should behow to resolve
conflicts iflwhen they arise. Managing conflictsceassfully result in
successful project delivery. Being able to managdlict is seen as a
core leadership competence as this can help prtgants to grow and
advance. Be that as it may, conflict managemembisso easy and is
considered to be one of the most difficult skiatt someone can master
and develop (Giotis, 2010).

2.0 Intended Learning Outcome

In this unit, you will be taken through the interp@nal aspects of
project management with particular attention to flicis in project

management, types and causes of conflict in projectagement as well
as methods of resolving conflicts in project mamaget. The skill of

conflict management can also be useful in otherdifuations.
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3.0 Main Content

3.1 Definition of Conflict

Capozzoli cited in Ohlendorf (2001) defines confls "a situation of
competition in which the parties are aware of theompatibility of
potential future positions and in which each pavighes to occupy a
position which is incompatible with the wishes bktother.” Conflict
has also been defined as a process in which onye parceives that its
interests are being opposed or negatively impalstednother (Wall &
Callister, cited in Prieto, Cobo, Ortiz-Marcos & uburu, 2015).
Another definition sees the conflict as perceivédterence between one
or more parties resulting in opposition (Ahmed, P0Qooking at these
definitions, it is obvious that conflict does naaessarily mean that the
parties involved in a conflict are engaged in ptgsiighting or combat
as you will have between armies on opposite silesmply means a
serious disagreement or argument over something stieans from a
difference of opinion or another factor. This isyban also cited in
Ohlendorf (2001) notes that certain elements mespiesent in any
issue in which there is a conflict. These elemamésinterdependence,
emotions, perceptions, and behaviours. In othedsjadhe parties are in
a situation where there is competition arising freath person wanting
to have their ways and neither wanting to concedbéd other.

While people tend to avoid conflicts, Giotis (20X@®)tes that conflicts
are bound to happen because conflict is the fdne¢ drives change.
Lencioni (2002) is also of the view conflict is gbfor the development
and maturity of teams. Along this line, it is assdrthat conflict is
important, and beneficial and should be stimulate®ugh methods
such as mining and real-time permission. Miningc@cerned with
deliberately bringing out sensitive issues to becuésed by the group.
Real-time permission entails allowing and facingaltitey debate.
Lencioni further counsels that management should imerfere with
conflict among team members when it occurs but shoather allow
such conflicts to come naturally. Giotis (2010) tier notes that
generally speaking, conflict is divided into goawabad conflict. Good
conflicts are the kind of conflicts “that produceew ideas, solve
continuous problems, allow people to expand skaldow creativity,
and improve performance.” In other words, good bosf push people
onto a positive path and motivate them to be prodeand problem-
solvers and also lead to growth and developmentth@nother hand,
“bad conflict lowers team energy or morale, redugesductivity,
prevents job accomplishment, creates destructive\ber, and fosters
poor performance.” In the same vein, conflict may jostified or
unjustified. Conflict is justified when team membatisagree with the
stated goal while conflict is unwarranted when teamambers agree
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with the stated goal but do not agree about thé Wway to adapt to
accomplish the stated goals.

Self-Assessment Exercise 1

Attempt these questions to measure what you haamtlso far. Thig
should not take you more than 5 minutes.

A process that begins when there is a perceptiamfafir treatment and
deliberate attempt to frustrate is called
a. Uncertainty

b. Risk

c. Conflict

d. Poor management

3.1.1 Causes of Project Conflict

Conflicts can arise in a project in any number adyst While not
exclusive, Guan (2010) has identified the followioguses of project
conflicts:

. Cultural differences

. Schedules

. Prior unresolved conflicts
. Project priorities

. Resource competition

. Technical issues

. Team or clique

. Personality conflicts

. Organisation structure

. Communication barriers
. Poor planning

Cultural Differences: Conflict arising from cultural differences arises
from the fact that the advances in information camioation
technology have created a global village in whickogle across
countries and cultural differences can work ongame project. Cultural
differences can arise from language, food, andjicels differences
among others. On a project team where there is ngmobrance and
little appreciation of differences, a conflict carse. If such a conflict is
not addressed quickly and decisively, it can leadigger problems that
can potentially derail the course of the project.

Work Schedules Conflict can arise from schedules. Touma (2009)

notes that project schedule related conflicts carobmany types and
can arise within the project team: stakeholdersagament vs. project
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manager, project manager vs. team member(s), amallyfi team
member(s) vs. another team member(s). Sometimgsrtject manager
is given a near unrealistic project completion lilaeby the customer.
The pressure that arises from this can affect mdy ehe project
manager but also the team and this can resultrifiicio Conflict arising
from schedules could also be a result of last-neisehedule changes. It
can also arise from delays in completing projedivdies, especially
where the team depends on another team to contpketework before
they can commence theirs. This can increase thel levstress and
frustration and eventual conflict.

Prior Unresolved Conflict: Conflicts can also arise from prior
unresolved conflicts in which case one party wasssatisfied with the

way a prior conflict was managed or was not comsththat the conflict

was handled fairly handled by the leadership attiime occurred. It

could also be between team members or with theeprapanager or

even with stakeholders. Such unresolved confliotsnever laid to rest
but simmer and wait for a trigger to resurface.

Project Priorities: Every project is owned by stakeholders.
Stakeholders are the individuals, groups or estiise whom the project
is being executed. Stakeholders’ expectations rbesimet before a
project can be delivered successfully. In essetite, stakeholders’
interest is paramount in project execution. Somesimstakeholders,
have different expectations are interests that thayt to be prioritized.

It might be difficult to manage these expectaticarg] as a result, can be
a source of conflict among the stakeholders or betwhe stakeholders
and the project manager.

Another important person that must be satisfiethéscustomer. While
the project manager is expected to meet the ndatie austomer, there
is no doubt that there are times that customer @&giens can be
unrealistic, in which case the project matter is1tbetween following

his guts or going along with the customer. This:fliot must be

resolved because customer satisfaction is key$inbas planning.

Resource Competition Resource competition can also be a source of
conflict. This is most likely the case in organiaat with functional
structures where the project manager is not irl tatatrol of resources

in terms of men and capital. It could also arisewh smaller project
team has to share resources with a larger praaat &s the tendency
exists for the larger project team to appropriateerof the resources
available. This can result in conflict as each @cbmanager wants to
deliver his project within the best possible time.

Technical issues:The Collins English Dictionary (2021) defines the
term technical to mean something involving thesoft machines,

161



LIS 412 PROJECT MANAGEMENT AND EVALUATION

processes, and materials that are wused inindusngport,
and communications. The technical aspects of aeptrojnclude
planning, scheduling and timeline maintenance, @txat, managing the
budget, communication with stakeholders, and orggamaintenance
(Wrike, 2021). All of this requires careful atteaj and if that is not
done properly, can result in conflict.

Technical issues of a project may also be techmodbghanges that
entail replacing old tools with more modern onesthe early stages of
such changes, conflict can arise as attempts ade moaeither update or
learn new skills that are required to master the tezhnology.

Team or Clique: Project Management (2012) describes a team as
“comprising a group of people linked in a commorrpmse” while a
clique is a “small group of people with shared iegts, who spend time
together and exclude others.” A strong team sharfesmation and
supports one another to grow and develop in thé essible way to
achieve a common purpose. A clique is exclusiomaay will not share
information with those who do not belong to theiowgp. In a project
environment, care must be taken to ensure thatsedomot turn into
cligues. Conflict can arise where there are cligassthere is no
cohesiveness or common identity ultimately makimg outsider(s) feel
a sense of isolation and frustration. This can teazbnflict.

Personality Conflicts: Projects teams are made up of individuals with
varying personality traits and behaviours. Perspnelashes can lead to
conflict between the project manager and team amaneam members
when there is a perception that one’s interesteher being opposed
or negatively affected by another party. Also, irbareaucratic and
highly departmentalised organisational environmérere is a tendency
for interpersonal conflicts to arise because ofealifig of lack of
independence and self-actualisation. Other factbat can result in
interpersonal conflicts in the work environment canse from an
individual's domestic affairs, emotional and menthhllenges or even
financial instability. Such things can be easilyrieal over to the work
environment and if not handled or put in check camse conflicts.

Communication Barriers: Communication is a very important aspect
of project management. In the course of his wdrlk, groject manager
relates with stakeholders and project teams. Withstakeholders, the
project manager has to communicate the projectsess from time to
time to enable them to keep abreast of developnierthe same vein,
the project manager communicates with project tetwonensure that
they have clarity and are on the same page asdijecpmanager. When
there is a communication breakdown, there is botmde conflict
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because a lack of communication results in incomsces, uncertainty
and confusion.

Poor planning: The planning phase is very important in project
management because it “involves defining clearirdis activities and
work required to complete the activities for eaghjgct. Some of the
activities that are outlined in the planning phasgdude: defining the
project scope, defining the work breakdown strustuestimating
resource requirements, outlining communication edoces among
managers, team members, and the customer, idegtind evaluating
risk, and developing a Baseline Project Plan” (@dtef, n.d.) In
essence, proper planning provides a sense of idinegthile lack of
planning does the otherwise and often exposes gan@ation to one
crisis or another. When there is no sense of decta stressful
atmosphere is created and results in many unpleasaumstances
including misunderstanding which ultimately leadsconflict. Planning
is beneficial and although it requires some timge“time spent in
planning will be recouped many times over in therenefficient use of
workers’ time, and in real and long-term benefits tlients”
(Community Door, 2021).

Self-Assessment Exercise 2

Attempt these questions to measure what you haamtlso far. This
should not take you more than 5 minutes.

When a conflict arises as a result of failure tdirge clear, distinct
activities and work required to complete the atiggi for each project,
is said to be caused by

a. Poor planning

b. Communication barriers

c. Personality barriers

d. All of the above

—

3.1.2 Project Conflict Resolution

As stated earlier, conflicts are inevitable in paijmanagement because
it involves the coming together of different peopdéeachieve a goal.
Expectedly, these people have different opinioxpeetations, values
and methods of working. In essence, the fact tratynpeople who may
not have had any dealings with each other in tiet @@ involved in a
project is one of the very reasons that confliagisea Therefore, the
focus is not to try and eliminate conflicts butrtake sure that if and
when they do occur, there are mechanisms for regpthem because if
conflicts are not given the attention they requiney breed unpleasant
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circumstances that have the potential to derailptiogect or destroy it.
This is why conflict resolution is paramount in g management, and
it is without the power of the project manager tswe that situations
that can escalate conflicts are checked to avoigpleasant
circumstances. Prieto, Cobo, Ortiz-Marcos and Urub(2015) that
conflict resolution is a key issue to manage whealidg with diverse
stakeholders.

Villax & Anantatmula (2010) observe that there dréferent types of
conflict and each one influences the project emvitent differently and
each one is managed differently with a differenprapch. In other
words, there is no one-size-fits-all conflict regan in project
management as conflicts are caused by differerdskmf factors and
each must be treated on its merit.

Stephen & Robbins cited in Villax, C. & Anantatmula S. (2010) note
that over the years, three different views haveettgped about conflict
in projects and organizations, and each perspedetermines the
approach to resolution that is adopted. These tiwiea/s are the

traditional, behavioural view and interactionisews. In terms of their
approaches towards conflict, the traditional vieees conflict as a
negative and so must be avoided. In this viewjdbeof the manager is
to ensure that a culture that fosters harmonyeated in the behavioural
view, although conflict is negative, it is natueald inevitable therefore,
managers should encourage conflict rather thamotsliminate it. The

view also believes that conflict can produce pusitiesults if handled
properly. On the part of the interactionist viewgnélict should be

encouraged up to a certain level because conffictls to increase
performance, and low conflict can lead to less vation, less change
and fewer improvements for the organisation.
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The three views are diagrammatically representéalbe

v

Traditional Behavioral Interaction
view view view

CONFLIC
T LEVEL NS

Conflict Conflict Conflict
Performanc Performanc Performanc

< _> < _> < _>

Resolve Manage Stimulate
Conflict Conflict Conflict

Fig. 9 Adopted from Villax, C. & Anantatmula, V. 010)

Miller (2021) has given ten strategies that canadepted to resolve
project conflicts however, they are not exclusiVidese are 1) set
guidelines, 2) active listening; 3) avoid force amdimidation; 4)
embrace conflicts & learn from them; 5) encouraggnt collaboration;
6) use the power of compromise; 7) constructivBctsim 8) pragmatic
decision making and 9) appoint a mediator.

1.

Set Guidelines: This strategy is considered beneficial in
lowering the chances of project conflicts occurriflg this
strategy, the team members are given clear guikelim matters
such as the expected behaviours from the outsety &re made
to understand the team hierarchy and reportindgioalships, how
to work to align with the organizational goals amsbre. The
advantage of this strategy is that everyone kndwesguidelines
from the start and so the chances of miscommupoitasre
reduced thus, lowering the probability of conflicts

Active Listening: Most project conflicts occur because there the
parties involved are not listening to the viewpsiof the other.
When there is active listening, it becomes easidisten and get
to learn the viewpoints of everyone involved in tbenflict.
Because projects usually involve different stakdbdd, the
tendency for varying interests exists and peopiéased on their
interests. It, therefore, means that each persouldgibe allowed
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to air their views and those views should be subgto unbiased
problem-solving. It is also important to ask quass to clarify
and get to the facts of the matter. So activerlistg makes one
go deeper than the surface level to understandiqsi views,
emotions and so on.

3. Avoid Force & Intimidation: Oftentimes, leaders try to resolve
conflicts through intimidation and force. This inves engaging
one’s authority to get people to act in the way ldeder desire.
This is a strict approach to conflict resolutiom anay not always
bring about the desired results. The project teay be cowed to
toe the line of the leader, but this can be tempuoaa it does not
give room for the independence of action and thaulyh the
short run, it may appear to be effective but in kg run, it
creates an uncomfortable environment that discasrag
interaction between the leader and his team. Whentiens,
anger, and frustration are left unaddressed, tlobamility of
them resurfacing is high. The onus, thereforenighe leader to
remain calm in the face of conflict resolutionidtimportant to
listen to the concerns that all team members h@he. focus
should be on having an effective communicationesysat work
in the environment.

4, Learn from Them: Conflicts are inevitable and cannot be
completely ruled out in the work environment. Moreq not all
conflicts are bad as some can be an opportunitgfowth and
development. Because team members have their diBwgrtain
things that concern them and their work, it is notikely that
they would question them. Such occasions can be asean
opportunity to bring positive changes to the orgation because
in hearing team members’ viewpoints, room for clearggmade
and it can also be an opportunity to address thmeatos and
prevent future occurrences.

5. Encourage Team  Collaboration: Encouraging team
collaboration is also an effective strategy forftionresolution in
project management. In this strategy, all involvedhe conflict
arrive at a solution that everyone is satisfiechwklere opinions
are sampled so that the solution that is arriveld atceptable to
all. An example of this is a situation where a abdrative
technique is applied in a disagreement that hasotaith work
distribution. This technique ensures that the wisrlequitably
distributed in such a way that no single individurathe team is
overburdened. The advantage of this is that iefgssatisfaction
and builds team morale.
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6. Use the Power of CompromiseThe compromise approach calls
on the parties to make sacrifices by yielding tmmedoeliefs or
ideas for the greater good of the team. In essemtker than
maintain a fixed post, the parties are encouragedotlaborate
and work towards a common team goal. When sucdbssfu
applied, this technique can result in an amicaéd®lution of the
conflict as all involved in the conflict situatiesit down together
to discuss, negotiate, and exchange ideas.

7. Constructive Criticism: Constructive criticism is concerned
with giving feedback that is specific, and alsoimg workable
suggestions. In essence, the suggestions thatiaea gre not
general advice but rather ones that come with revemdations
on how to make positive improvements. A leader wehtploys
constructive criticism approach bases his decisioms the
changing needs of the team. Based on that they megisions
that are balanced in both emotions and reasoniggsoBdoing,
they employ an emphatic approach to solving teamiflicts.
Explaining further, Proprofs (2021) said with caouostive
criticism, when a conflict arises, the leader anasyboth sides of
the issue. All the parties to a conflict get a fewance to speak
out and add their inputs. With everybody's feedhacgragmatic
leader tends to take an unbiased view of the smuaNot just
solving the immediate problem, they also learn fribie conflict
and put in place effective preventive measuresiferfuture.

8. Appoint a Mediator: In this strategy of project conflict
resolution, a third party is brought in to resopmeject conflicts.
The mediator acts as a bridge between the confijgtiarties. He
listens very carefully to the parties to understafite objective
of the mediator is to ensure that the team memberbeyond
arguments and help them to reach a mutually beakfic
agreement. The mediation technique resolves quiticudt
conflicts and is faster, less time-consuming anchimmally
stressful.

Self-Assessment Exercise 3

Attempt these questions to measure what you haamtleso far. Thig
should not take you more than 5 minutes.

Which of these resolves conflict?
a. Traditional approach

b. Behavioural approach

c. Interaction approach

d. None of the above
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4.0 Summary

Conflicts are inevitable in a project environmeatause of the multiple
stakeholders and teams that are involved. Projecflicts arise as a
result of many factors including cultural differ@sc personality
differences, and team environment among others.lAthere is the
tendency to see conflict as bad, the truth is ¢baflicts can be good or
bad. While good conflicts are desirable becausg thed to lead to
growth and development, the bad type can be quesdractive and
damaging if left unattended. Project conflict resimn comes in many
different approaches. Many techniques or approaanesavailable for
resolving project conflicts and each one has itsnaiant peculiarities.
There is a need for the right one to be applied miven situation for
effectiveness.

This unit has looked at the definitions of the agptoof conflict in
project management. It has also looked at somigeofleictors that can
breed conflicts in the project environment. Alsome project conflict
resolution strategies were considered.

5.0 Tutor-Marked Assignment

1. Outline and explain five causes of conflict in tipeoject
environment.

2. Mention and explain four strategies of project d&onf
resolutions.
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7.0 Possible Answers to Self-Assessment Exercises

Attempt these questions to measure what you haamtlso far. Thig
should not take you more than 5 minutes.

SAE 1 Conflict
SAE 2 Poor planning
SAE 3 Traditional approach
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