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Term

Definition/s

Notes

1 Project

Temporary endeavours undertaken to
create unique products, services or other
outcomes...or...

temporary non-operational activities that
deliver business benefits through the
creation of new capabilities...or...

endeavours in which human, material and
financial resources are organised in a novel
way, to achieve beneficial change defined
by quantitative and qualitative objectives.

Examples include:

- developing a new course or program

- changing the structure, staffing or style of an
organisational unit

- developing or acquiring a new or modified
information system

-+ developing new business systems or work
practices

- significant one-off purchases

- compliance projects (privacy, legislation etc).

2 Project vs normal
operations

In PM theory, projects normally are
characterised as:

- one-off and non-repetitive

- focused on change

- focused on introducing new capabilities

‘Normal operations’ usually are described
as being:

- repetitive

- usually focused on stability

- generally about ongoing management.

When projects cease, normal operations in the
changed mode resume.

3 Program

A natural grouping of projects, in many
organisations, is called a program.
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4 Project
governance

The system of decision making and
management in place for a project.

Typically, a project may have:

A Project Board or Reference Group to:

- ensure that assumptions, expectations and
economics remain valid and relevant

- resolve issues escalated to the project board by
the project manager

- champion the cause of the project

- be accountable for project outcomes

Project boards will usually include representation
from all significant stakeholder groups.

A Project Sponsor to:

- ensure the project is addressing a genuine
business need, and that the project solution is
consistent with that need

- ensure assumptions, expectations and
economics remain valid and relevant

- chair the project board

- champion the cause of the project

- provide guidance and support to the project
manager

A project sponsor will usually be a senior member
of staff from the organisation in which the project
is taking place.

A Project Manager to:

- develop and maintain a project plan

-+ ensure project deliverables are provided to
scope, time, budget and quality

* manage project resources

- manage stakeholder communication and project
reporting

- forecast and update expected benefits.
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5 Project life cycle

The managed progression of a project
through its various phases

Well-managed projects tend to follow a broadly
similar path. The number and the names of the
various project phases may change from
organisation to organisation, but they tend to be
drawn from the following generic life cycle:

Stage 1 - Define the project

The key deliverable here is a clear and agreed
definition of the project, which includes expected
outcomes and a guesstimate of the resources and
other support needed to deliver these outcomes.

Stage 2 - Plan the project

The key deliverable here is a project plan,
including detailed timelines, budgets, risk
assessments, etc as appropriate to the project.

Stage 3 - Implement the project plan
The key deliverable here is the project objective,
completed within time, budget etc.

Stage 4 - Complete and evaluate the project
The key deliverable here is an effective closing
down of the project - staffing, budgets,
communications etc - and a post-project
evaluation report.

6 Project
Management
Body Of
Knowledge
(PMBOK)
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A framework developed by the Project
Management Institute (PMI) for sorting and
categorising the sum of knowledge within
the profession of project management.
Knowledge is sorted into nine categories:
- project integration management

- project scope management

+ project time management

- project cost management

- project quality management

+ project human resources management
- project communications management
- project risk management

+ project procurement management.

The PMBOK framework serves as a very useful
checklist for project managers. The nine headings
can be used as prompts (at every project stage)
for planning and for reviewing progress.

Extracts from the PMI's Guide to the Project
Management Body Of Knowledge can be
downloaded from the PMI web site
(www.pmi.com). PMI members can access a
range of other useful materials at the site.

The following descriptors are adapted from the
Guide to the Project Management Body of
Knowledge:

- Integration management - those actions
needed to ensure that the components of a
project integrate effectively with each other, and
that the project integrates effectively with the
wider organisation.

- Scope management - those actions needed to
ensure that the project includes all the work
required - and only the work required - to meet
sponsor and stakeholder goals and objectives.

- Time management — those actions needed to
ensure timely performance of all aspects of the
project.

- Cost management — those actions needed to
ensure the project is completed within the
approved budget.

+ Quality management - those actions needed to
ensure that the project will satisfy the needs for
which it was undertaken.

Human resource management — those actions
needed to ensure the most effective use of
people involved in the project.

- Communications management — those
actions needed to ensure appropriate collection
and dissemination of project information.

Risk management — those actions needed to
ensure that project risks are identified, analysed
and addressed.

Procurement management — those actions
needed to ensure the acquisition of goods and
services needed from outside the project team
or organisation.

7 Work breakdown
structures (WBS)

A project management methodology for
organising and controlling work.

Work is specified in ever finer detail until at
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the lowest level a task list emerges.

The task list describes the work that an
individual or very small team will carry out.

The WBS opposite is for purchase of a new

off-the-shelf IT system.

1.1 Identify Suppliers 1.1.1 Review past vendors

1.1.2 Check Industry

1.2 Review literature association

1.3 Approve RFI 1.1.3 Create comparison
1.4 Issue RFI

1.5 Review Vendor Response

8 Gantt chart

A device for graphically displaying project
activity against time. A typical Gantt chart
will show a complete work breakdown
structure (see definition 7), total time
needed to complete specific tasks, and %
completion.

Gantt charts can be produced easily using most
project management software. For many projects,
however, a simple table (in Word or Excel) can be
just as useful.

An enlarged version of the chart below is in
Appendix3.
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Organisational Learning for a sample project plan
in Word).
10 PMI Project Management Institute US based professional association for project
WWW.pmi.com managers.
11 AIPM Australian Institute of Project Management Australian professional association for project

management.
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Step

Objectives/deliverables

Notes

1 Consult

A clear understanding of the needs, views,
concerns of all stakeholders.

Consultation and communication with
stakeholders should occur throughout the
life cycle of a project.

For some projects it may be useful to
produce a formal and public consultation
and communication plan.

2 Be clear about your
objective

A clear understanding of exactly what
outcomes it is intended the project will
deliver.

Project work can be very expensive, and
projects have a tendency to grow in
scope, often without adequate attention to
impact on budget, staffing etc.

‘Scope creep’ is not necessarily a bad
thing - sometimes the scope of project will
change because it should. What is critical
is that scope creep is managed effectively.
By maintaining a clear focus on agreed
project objectives, and the resources
required to achieve these, a project
manager can recognise and assess the
impact of changes to the project scope.

Because of the likely impact on resources
and project outcomes, changes to the
scope of project should be approved
formally by a project board, reference
group or equivalent.

3 Be clear about the
work needed to
achieve your
objective

A clear understanding of exactly what
effort and resources will be needed to
achieve project outcomes.

It can be difficult to estimate accurately
the work involved in many projects. Do it
badly, and you will spend much of the
project feeling overworked and under-
resourced. Spend as much time as you
can at the beginning speaking with people
that can help you accurately scope the
project.

If you are appointed to manage a project
after the initial scoping has finished, it is
important that you very quickly satisfy
yourself that the project’s objectives are
realistic. If you have any doubts, raise
them with your supervisor and the project
board or reference group.

4 Be sure appropriate
project governance
structures are in
place

A clear understanding of how decisions
relating to the project will be made, and a
sense of confidence that the project is
supported by the organisation.

For some projects an elaborate decision-
making and governance structure will be
in place from the beginning. For others,
nothing will be in place.

At a minimum, as a project manager you
will need a supervisor or project sponsor,
and a reference group comprised at least
partly of stakeholders in the project.

These arrangements can be informal, but
they tend to be far more useful if they are
formal. It is always a mistake (for you and
for the project) to allow a project to
progress without regular input and
feedback from your sponsor/supervisor
and from stakeholders.
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5 Prepare a Project
Plan

A detailed, clear and public schedule for
project activity and expenditure.

A clear understanding of the detail of work
involved in the project

A base-line against which you can
measure progress and manage change to
the scope (or other elements) of your
project.

A good plan, developed by the project
manager with input from key stakeholders,
is essential. The nature of a project plan
will vary from project to project but will
normally include:

A clear statement of project objectives.
Project assumptions and risks.
Project milestones.

A Work Breakdown Structure for the
project.

Details of resources required — HR,
equipment, supplies.

Budget details.

Details of proposed assessment and
review procedures.

Your project plan must remain a ‘live’
document, and be amended and updated
throughout the life of your project.
Significant changes to your plan should be
approved by your project sponsor or
project board.

6 Organise the
resources you need
to achieve your
objectives

Confidence that you have the resources —
HR, office space, equipment, supplies,
budget etc — to successfully implement
your project plan.

In most projects, getting the right people,
equipment, space etc together is an
ongoing challenge throughout the project.
It is unlikely that you will have everything
in place before you launch into
implementation, but the more effort you
put in at this time, the easier things will be
for you later.

7 Implement your
Project Plan
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Achieve the outcome/s for which your
project was created.

This is usually the high activity, high
expenditure phase of project. Use the
Project Management Institute (PMI) body
of knowledge headings as a framework to
manage your thinking. Ask yourself if
there is anything you need to be doing
today/this week/this month about the
integration, scope, time, cost, quality,
human resources, communications, risk,
or procurement components of the project.

8 Review progress

Confidence that your project is
progressing according to plan, that your
project objectives remain valid and
realistic, and that project stakeholders
remain ‘in the loop’.

It is important that your project sponsor,
project board and other stakeholders
remain involved in your project throughout
its lifecycle. A structured review process,
with dates and objectives determined
early in the project, is a very effective way
of ensuring this.

9 Close the project, and
evaluate process and
outcomes

Documentation of results of the project,
and recommendations for the future.

Closing of budgets, contractual
arrangements etc.

Formal transfer of responsibility of those
responsible for ongoing management of
the project’s outcomes.

Reassignment of project staff.

Formal acknowledgement of those
involved in the project.

An opportunity for you and your
organisation to learn from your
experience.

This stage is managed very poorly in most
projects, mainly because everybody is in
‘moving on’ mode. You should at least:

If you have been managing a project
team, deal sensitively and
professionally with any issues your
team members might now be facing —
redeployment, redundancy etc. Your
own future may not be clear, but as
project manager you have a specific
responsibility to your team.

Close off all budget, contractual and
other administration matters.

Set up an opportunity to debrief the
project. This could be with your project
sponsor, project board, stakeholders,
or, if possible, all of these. Both you an
your organisation will benefit from this.
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Appendix 1 — Project Management checklist — ongoing management (based on PMBOK knowledge areas)

Determine what to purchase and when

Document product requirements and potential

supplle_rs _ _ Integrate and coordinate all project plans to
Obtain quotes, bids, proposals as apprapriate | 9, Procurement management create a consistent, coherent document
Choose suppliers Ensure project activities articulate effectively

1. Integratlon management ‘ with other activities in the organisation

Manitor relationship with suppliers |
Complete and settle all contracts Coordinate any changes across entire project
Identify potential risks Develop a written statement of scope

Ensure formal acceptance of scope

Develop strategies to reduce threats from ‘ 8. Risk management
potential risks =

2. Scope management [ supdivide the main project deliverables into
Monitor and control risks | smaller, more manageable components

Control changes to project scope

Determine information/communication
needs of stakeholders

Prepare and circulate a communications plan | 7. Communications management checklist Sequence activities
Ensure timely distribution of information ‘ \ 3. Time management | Estimate duration of each activity
throughout project
Develop a schedule
Control the schedule

Determine resources required

PrO]ECt Management Determine activities

Identify and document roles, responsibilities, and
reporting relationships

Acquire and induct the personnel neededj 6. Human Resources management
Develop individual & team skills )_

Estimate cost of resources required
4. Cost management | Prepare a budget
Ensure formal approval of the budget

Identify quality considerations relevant to
the project Control changes to the budget

Regularly review project performance W 5. Quality management
Eliminate causes of unsatisfactory performance )

Adapted in part from the Guide to the Project Management Body of
Knowledge (PMI Publications 2000)
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Appendix 2 — Project Management checklist — project lifecycle

Consult, gather data
Identify need

Goals, objectives

Basic economics
Stakeholders
Risk level

Finalise outcomes
Transfer product responsibility

Clarify

Evaluate project

Stage 4-Complete and evaluate the project Stage 1-Define the project

Document results Strategy

Potential team
Guesstimate resources

Release/redirect resources

Reassign project team

Identify alternatives
Present proposal
Obtain approval for next phase

Organisation
1, Set up
Communication

Motivate team

Detail technical requirements
Work packages

Project Management
Checklist 2

Appoint key team members

Detailed schedule | Establish

Information control system |

Procure goods and services

Stage 3-Implement the Project Plan

Execute work packages

Scope

Quality I .
- Direct/monitor/forecast/control

Time
Cost ]

Resolve problems

Adapted in part from the Guide to the Project Management Body of

Knowledge (PMI Publications 2000}

End products

Quality standards
Develop scope baseline

Stage 2-Plan the project

Resources
[ Activities
Budget, cashflow
Work Breakdown Structures (WBS)

Master plan

Develop

Policies and procedures

Assess risks

Confirm justification

Obtain approval to proceed
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Appendix 3 — Sample Gantt chart

ID_JTask Name |_Duration April May [ June [ July August
1 Survey and Screen Market Place 41d
| 1.1 Identify possible suppliers 40h
| 1.2 Review literature 40h
1.3 Prepare Riequest for Information (RFI) 40h
1.4 Approve RFI 40h
| 1.5 Copy, collate and issuse RFI &h
16 Vendor RF| Period 4w
1.7 Review Vendor Rezponse 40h
| 15 Management of above 328h
| 2 Develop Criteria 4d
| 3 Evaluate and Select 13d
| 31 Ewaluaticn of responses against criteria 3d
| 3.2 Selection of preferred package 4h
| 3.3 Review of selected package by review f2am 2w
| 4 ' Megotiate Contract and Obtain Scfiware 2w
| 5 Configurs for Installation 10d
| 5 Pilot 20d
| 7 Prepare Training 7.5d
| 9 | Inztall and Full Conversion 25d
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