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1.0 Introduction

One of the major challenges that confront developing countries and institutions is ensuring that the projects they support are successfully implemented and that the objectives of the projects are being realized.

Managing projects is one of the oldest and most respected accomplishments of humankind.  We all stand in awe of the achievements of the builders of the pyramids, the architects of ancient cities, the masons and craftsperson of great cathedrals, mosque and temples, of the might and labors behind the great wall of china and other wonders of the world.  Today’s projects, too, command our attention.  We are impressed as a new school or a new bridge is opened or as a new computer system comes on live.  All of these endeavors are ’projects’.

Projects come in many guises.  Big or small, projects are characterized by their temporary nature, which makes it virtually impossible to fall back on existing tools.  Projects create change.  It is also limited in time and scope and has mixed goals and objectives.  It involves a variety of resources, and is unique.

Generally when we talk about projects and project management, we think about techniques and procedures (related to project planning, scheduling and project control) rather than management practice.

At its most basic, project management is a simple discipline.  It is an effort to achieve a specific objective within a schedule and budget target, which typically cuts across organizational lines and is usually not repetitive within the organization.  It is also, in my opinion, the management of the process of establishing the project’s objectives and its definition; of assessing it so that it is set up with the maximum chance of being successful technically, commercially, socially, etc. for all its stakeholders it affects; and of accomplishing it efficiently and effectively.

Management by projects has become a powerful way to integrate organizational functions and motivate groups to achieve higher levels of performance and productivity.

2.0 Projects – Their Nature and Purpose

The first step in our journey to develop successful project management skills is to take a close look at what we mean by a “project” and also look at its nature, characteristics and variety.

3.0 Project – A Definition

The simplest definition of a project is ‘something which has a beginning and an end’ (Barnes, 1989).  However, this definition needs some qualification.  Some of the definition of projects are:

	An endeavour in which human, material and financial resources were organized in a noval way, to undertake a unique scope of work, of given specification, within constraints of cost and time, so as to achieve beneficial change defined by quantitative and qualitative objectives (Turner, 1993).




	A Human endeavour which creates change; is limited in time and scope; has mixed goals and objectives; involves a variety of resources; and is unique (Andersen, Grude, Hang and Turner, 1987).




	A project is a sequence of activities which are:

· Connected

· Conducted over a limited period of time

· Targeted to generate a unique but well defined outcome.  

 (Baguley, 1995)




	A project is a unique complex of activities aimed at achieving a jointly predetermined, unique result that must be realized with limited means (Kor and Wijnen, 2000).




	A project can be defined as a “non-repetitive activity” with the following unique characteristics:

· It is goal oriented – it is being pursued with a particular end or goal in mind;

· It has a particular set of constraints – usually centered around time and resource;

· The output of a project is measurable;

· Something has been changed through the project being carried out (Maylor, 1991)




Project and project management includes planning, organizing, directing and controlling activities in addition to motivating what is usually the most expensive resource on the project - PEOPLE

Planning involves deciding what has to be done, when and by whom.  The resources then need to be organized through activities such as procurement and recruitment.  Directing their activities towards a coherent objective is a major management role.  The activities also need controlling to ensure that they fit within the limits (for example say – financial) set for them.

From all the above definition, we can identify that a “project” has:

· an objective (to create or achieve something)

· some resources (manpower, management, physical resource)

· a budget – the estimate of resources needed 

· a schedule or time-span from identification to achievement of the objective

Similar a project:

· is a unique scope of work

· is undertaken using a novel organization

· achieves beneficial change

A project therefore:

· carries considerable uncertainty and risk

· requires the integration of the novel organization

· is subject to constraints of time, cost and quality

In summary we can define that all projects:

· involve people

· are unique

· are concerned with change

· have defined outcomes and end-points

· use a variety of transitory resources

Having defined a project and outlined the role of management in this environment, we can now examine more closely what a project involves.

4.0 Project – The Key Dimensions

Generally we think about a project only in terms of its outcome or performance.  For example, we might think of a project involving the construction of a house only in terms of the outcome of a new house being built.  However, the outcomes of this and indeed all projects have other dimensions.

The definition of a project given above implies that the delivery of the project’s purpose requires the management of five project dimensions (objectives), not just one or three (Turner, 1993).  They are:

· Managing scope

· Managing organization

· Managing quality

· Managing cost

· Managing time

Fig (1) depicts the five key dimensions of project and its management

	












Fig (1):  The Five Dimensions of Projects (Turner, 1993)
The traditional project management approach focuses only on the time and cost dimension of a project.  However, at the end of the twentieth century, the procedure and influence of the Quality Revolution with its accent on the provision of total consumer satisfaction means that we now have to add the “Quality” and “Scope” dimension of the project outcome.  The term “performance” is sometimes used to cover scope and quality.

These five dimensions of time, cost, scope, quality and organization are the key dimensions for all projects.  As such they must be:

· clearly defined at the beginning of the project

· monitored throughout its duration

· carefully managed and controlled at all times.

Indeed, the importance of these factors is such that it can be argued that the failure to define all five at the beginning of the project will result in an unsuccessful project.

	








Fig (2) - The scope/quality/cost/ time diamond

As indicated in Fig (2) all these dimensions are both connected to and dependent upon each other.

For example, a shortage of time left to complete a project might be compensated for by taking on extra labour – at additional cost – or reducing the work content by changing the scope.  Similarly, an increase in quality dimensions of the project may require increases in both time and money to compensate.

5.0 The Management Processes

Tackling the topic of the management of projects is not easy.  Projects are difficult to study for several reasons.  They are generally multi-organizational and hence often involve sensitive issues that many people are reluctant to have publicly discussed; they are often of long duration and there are multiplicity of topics or issues to be handled.  We have also seen good projects around the world that were technically excellent, fall flat in the mire of political intrigue or social insensitivity.  It is often a case of good idea, but lousy execution.  (please refer to the case study section on Channel Tunnel Project)
To achieve each objective requires the use of management processes that address the unique and transient nature of projects.  According to Turner (1993) there are two views on management processes.

5.1 Problem-Solving Cycle

The problem-solving cycle addresses the uncertainty, viewing the projects purpose as a problem, and applies standard management processes (like Logical Framework approach) for problem solving.  A classic approach uses four basic steps:  plan, organize, implement and control.

We can also apply Deming PDCA cycle for project management.  The means by which constant improvement is achieved by the PDCA cycle (applied to project management) is shown in Fig 3.

	







Fig 3:  Deming PDCA Cycle for Project Management

The planning stage involves the formulation and revision of the statements of intended activity, whether formalized or otherwise.  The doing is the time when the project is carried out (the direct value-adding phase).  The check/study phase involves a critical appraisal of both the project output (was a good result achieved?) as well as the process (was it carried out as well as it could have been?).  The act stage is that phase when the whole project process is considered to see how the lessons learned and gleaned from the review could be channeled back to the people involved in the process.

5.2 Project Management Life Cycle

The project management life cycle addresses the transience of projects directly.  Having a beginning and an end, project go through several stages of development.  There are many versions of the project life cycle.  The simplest has four basic stages (Turner, 1993):

· Germination (conception)

· Growth

· Maturity

· Death

It is also evident that however well defined the desired outcomes might be, the project process itself is, like all human endeavours, subject to change, growth and decline.  This pattern of growth and decline is a familiar one which we see in the life cycles of many organic systems or organisms.

5.2.1 Germination (Conception)

During this stage the project is identified, its feasibility reviewed and initial estimates of cost generated.  This stage will also involve an initial definition of performance and time.  The end of this stage, during which the project is compared  with other projects or standards of performance, will be marked by a decision to implement the project or not.  The decision to implement will then lead to the next stage of growth.

5.2.2 Growth

In this stage the detailed design of the project outcome is developed and decisions are made about who will do what and when.  Cost and time estimates are also refined.  Both this and the earlier stage involve a relatively low, though accelerating pace of activity.

5.2.3 Maturity

This is the stage in which the planned work takes place.  It is also the stage with the highest activity rate (refer to Fig 4) and as such it requires effecting monitoring, control and forecasting procedures which will tell the project manager and the staff what has or has not been done or spent, what ought to have been done or spent, and what will need to be done or spent in the future.

5.2.4 Death

This stage involves a slower pace of activity, involving the review and audit of the project and, ultimately, the break up of the project team.

The resource usage graph for various stages of the life cycle is shown in Fig 4.
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Fig 4:  Project Resource Demands

6.0 The Project as a Conversion Process

This approach is also known as “System Approach”.  The project is viewed as a conversion or transformation of some form of input into an output. As Fig 5 shows, the inputs are some form of  “want” or “need” which is satisfied through the process.  The project will take place under a set of controls or constraints – those elements generally from outside the project which either provide the basis for any assumptions, or limit the project.  The mechanisms are those resources that make the transformation process possible.

	









Fig 5:  The project as a Conversion Process (Maylor, 1999)

The above consideration provides the most basic model of a project.  The nature of the transformation process will be determined by the environment in which it is taking place.

7.0 Conclusion

This paper has provided an overview of the environment in which a project operates and some of its structures which can be applied to understand the nature and context of project and project management.  Whenever we start any project, the first question of “So where do I start my project?” arises regularly.  The first thing to consider is the strategy for the project.  This determines the priorities for what follows and sets the objectives by which project performance will be assessed.

Having set the strategies, the next step is to model (plan) the system that will be used to deliver the desired outcome.  The next phase is the execution phase where the fundamental question is “How should the project be managed on a day-to-day basis?”  In bringing together the resources to execute the plans, the project manager has to be in a position to make objective decisions about the scope, quality, time and cost of the project.

The last phase is the evaluation phase where assessment of the project and its outcomes are made and feedback provided for future projects. 
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