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LIS 412 (Project Management & Evaluation)
Course Guide
Introduction

Welcome to LIS 412: Project Management & Evaluatidhis is a two-credit
(2-CR) unit course that is compulsory for all thedargraduate students in the
department. The course is designed to enable youbrtmaden your
understanding of project management and evaluaisoit applies to different
types of projects. This will facilitate an excellesuccessful academic journey
and enhance your personal development and incygaseknowledge base in
the area of project management and evaluation edlye@as many more
organisations are beginning to appreciate the ablhe project management
approach in executing tasks in organisational sscdéis also hoped that this
course will give you the basic insight and knowledgu need to function on
projects.

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

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

. Understand different types of projects, their chaastics, and their
objectives.

ii. Understand projects in organisation structure

V. Appreciate the project management process

V. Understand who a project manager is, types of projeanagers,
selection, roles, and responsibilities of a projeanhager.

Vi. Examine more closely project evaluation and posjeot evaluation

vii.  Understand some issues that are associated wjgcproanagement

Working Through this Course

This course consists of both theoretical and prakparts. To complete this
course successfully, you are required to go thrahghmodules and carefully
read the study units, do all practical exercisebassessments and also explore
the references provided for more in-depth knowledfehe course. Some
recommended books and other materials that youoaread are available to
you. Ensure that you read them and also attengbrthetical sessions of this
course. Always participate in the online faciliteis going on in your study
centre. Each unit of study has an introductiongctdyes you should achieve at



the end of the study, and a summary and conclusiterming you in a
nutshell of what you studied in the unit. Above #ilere is the Tutor-Marked
Assignment (TMA) to evaluate what you have leaxudu can download the
courseware into your device so that you can studiyenever you are offline.

Each study unit has an introduction, intended legrroutcomes, the main
content, summary conclusion, and references/furéatings. The introduction
opens the door to each unit and gives a glimpdkeoéxpectations in the study
unit. Read and note the intended learning outcdih€¥s) which outline what
you should be able to do at the completion of estaldy unit. This will help
you evaluate your learning at the end of each tonénsure you have achieved
the designed objectives (outcomes).

Study Units

There are 15 study units in this course divided finte 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

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 (Postif)

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

Unit 2 Interpersonal Aspects in Project Management



Presentation Schedule

The presentation schedilegyyou the important dates for the completion of
your computer-based tests, participation in foruscussions, and facilitations
Remember, you are to submit all your assignmenitseadppropriate time. You
should guide against delays and plagiarism in ywork. Plagiarism is a
criminal offence in academics and is liable to lygaenalty.

Assessment

There are two main forms of assessments in thisseaihat will be scored: the
continuous assessments and the final examinatio&.cbntinuous assessment
shall be in three-foldsThere will be two Computer-Based Assessments. The
computer-based assessments will be given in accord® with the
University academic calendar. The timing must be sictly adhered to. The
Computer-Based Assessments shall be scored a maxohd0% each, while
your participation in discussion forums and yourtfmio presentation shall be
scored a maximum of 10% if you meet 75% particgoatiTherefore, the
maximum score for continuous assessment shall %ev80ich shall form part
of the final grade. The final examination for LS24d&ill be a maximum of two
hours and it takes 70 per cent of the total cogragle. The examination will
consist of 70 multiple choice questions that reftagnitive reasoning.

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

participation in the course forum discussions angidur portfolios otherwise
you will lose 10% of your total score. You will bequired to upload your
portfolio using Google Docs. What are you expedtedo in your portfolio?

Your portfolio should be notes or jottings you mamte 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 learning easyl the course materials
accessible anywhere and anytime. Use the Intendathing Outcomes (ILOS)
to guide your self-study in the course. At the asfdevery unit, examine
yourself with ILOs and see if you have achieveddbt&omes.

Carefully work through each unit and make your sotiin the online real-
time facilitation as scheduled. Where you misslaedale for online real-time
facilitation, go through the recorded facilitatisession at your convenience.
Each real-time facilitation will be video recordadd posted on the platform.



In addition to the real-time facilitation, watchetlvideo and audio recorded
summary in each unit. The video/audio summariesdaexted to the salient
points in each unit. You can access the audio adelos by clicking on the
links in the text or through the course page.

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

Facilitation

You will receive online facilitation. The facilitain is learner-centred. The
mode of facilitation shall be asynchronous and bymwwous. 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 @tatf
Support and help you to learn. In this regard, geaitmails may be
sent;
» Send videos, audio lectures and podcasts to you.

YV VYV VY

For the synchronous:

» There will be eight hours of online real-time cartia the course. This
will be through video conferencing in the Learnifdpnagement
System. the eight hours shall be of one-hour comta®ight times.

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

» The facilitator will concentrate on the main thentiest a must know in
the course.

» The facilitator will take you through the courseidpiin the first
lecture at the start date of facilitation.

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

» Do not understand any part of the study units erabsignments

Have difficulty with the self-assessment exercises.

» Have any questions or problems with an assignmeniith your
tutor's comments on your assignment.

A\

Also, use the contact provided for technical suppor



Read all the comments and notes of your facilitadéspecially on your

assignments; participate in the forums and disouassiThis gives you the
opportunity to socialise with others in the prograe You can discuss any
problem encountered during your study. To gain rife&ximum benefit from

course facilitation, prepare a list of questionfole the discussion session.
You will learn a lot from participating actively the discussions.

Finally, respond to the questionnaire. This willchéhe university to know
your areas of challenges and how to improve on th@nthe review of the
course materials and lectures.
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The future is yours, so embrace it. You may nowkwhat the road ahead has to
offer, but you can prepare yourself to achieve. &aber to carefully and
thoughtfully take it step by step. Reaching youwslga@an be challenging. You may
encounter several twists and turns. But in the god,will have succeeded.

Ford, Knight & McDonald-Littleton

Module 1: 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
Intended Learning Outcomes
2.0  Main Content
3.0 Definition of Project
1.3.1 Objectives of Projects
1.3.2  Types of Projects
1.3.3  Characteristics of Projects
1.3.4  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 evaluatfiois. unit introduces you to
the concept of project. In it also, you will undared the different types and
characteristics of projects. Because organisatamesusually faced with the
difficult task of what projects to engage in, thisit will also help you to

understand project selection/criteria for choicaakly, you will be exposed to
some project selection methods. It will also coesithe scope of project
management.

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 concept of proj&au will also be able to

determine the various types and characteristicprojects as well as project
selection, criteria for selection, and finally, gt selection methods.

3.0 Main Content
3.1 Definition of Project

A good place to begin in this module is to askgbestion “what is a project?”
The definition of the concept of project may varighin the context of use. To
that extent, one can say that there is no univetefhition of the concept.
However, in project management, project can sirbplylescribed as a series of
tasks that need to be completed to reach a spexifcome or goal within a
specified time frame. It is “a temporary endeavauth a defined beginning
and end (usually time-constrained, and often cairsdd by funding or
deliverables), undertaken to meet unique goals @bjdctives, typically to
bring about beneficial change or added value” (Mog012). Bridge Group
cited in Project Management Book of Knowledge (Ecbj Management
Institute, 2017) says it is “a related set of atidg and milestones with a preset
goal and time frame that is designed as a speeifent and not an ongoing
process...a temporary endeavour undertaken to ceeaimique product or
service.”

The temporary nature of project proceeds from #et that a project has a
definite start and end date. In the same vein,uthigueness is because the
product or service is different from all similarogiucts or services. A project
can come either as a unique product or serviceotther words, there are
different types of projects and again even if yo& @arrying out two similar
projects, each is distinct and by implication umgiihey are also temporary
and time-bound, as a result, it is not expectetiahmoject should last forever.

In another definition, Turner(2004) sees projectaasendeavour in which
human (or machine), materials, financial, and kmulgke resources are



organised in a novel way, to undertake a uniquepescof work of given
specification, within constraints of cost and tirse,as to deliver quantitative,
gualitative, and consumer-oriented product andisenfhis definition makes
us understand that a project must have deliverabbismeet the needs of the
customer (s) i.e there is an outcome.

According to Harrison & Locke (2004), a project as“non-routine, non-
repetitive, one-off undertaking, normally with diste (individually separate
and distinct) time, financial and technical perfarme goals.” The point that is
being emphasised here is that projects are notriakes just for the sake of it.
Rather, projects are initiated and executed toesalproblem or take advantage
of an opportunity. For example; the constructioraafew library building is a
project which is aimed at providing a space to m#wt informational,
educational, and recreational needs of memberscofranunity of users, be it
academic or what have you.

It is also possible that a building can be buwilt financial gains as we have
with rented apartments. In either case, the coctstiu of a library building or
any building for that matter is a one-time, nontnoe, non-repetitive activity,
and the project will have a start date and a conagpledate. You should
differentiate a project such as that from the rwatibrary operations that we
carry out daily when we report to work. Library oggons or work operations
in other organisations that are routine and form phtheir daily activities are
not classified as projects.

Taking the example of a library building which iscanstruction project, we
have to understand that every construction proganique by itself and will
involve many activities such as clearing the siegging and marking out the
ground, construction of foundations, etc. This he ttase with all building
construction projects. The activities involved onstructing a building have to
be broken down into a series of tasks that on cenapl of the series of tasks,
it will ultimately result in having a physical bdihg. That is why Najaragan
(2012) adds that a project is accomplished by perifay a set of activities. In
our example above, the final goal or outcome ikawee a library building that
is built according to laid down specifications. Bef the project can be deemed
successfully completed, therefore, the constructibould meet programmed
specifications and should be completed on time antthin the budget
allocated. If it does not meet the specificationsannot be deemed successful.
Be that as it may, projects come in different foransl sizes. They range from
the simple to the complex and can be managed bynamper of persons-- one
person or a hundred persons as the case may bendreecomplex a project is,
the more resources that will be required, be it &inor material.



In the case of a building project, we can undecstanre clearly what is meant
by a series of activities that are involved frore thble below

Table 1: Major Activities in Building A Custom Ham
Event| Description Time | Preceding (weeks
activity

A Approve design and get permits 3 None

B Perform excavation/lot clearing 1 A

C Pour footers 1 B

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 and siding 4 F, G

I Install electrical plumbing, and Heatin®.25 A/C
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 house overtb O,P

home owner

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

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



The hierarchy or series of tasks or activities #ratinvolved are labeled A-Q,
each with its individual description. The time frarfin weeks) for performing

each activity is spelled out and the activitiest tten go on at the same time
and those that must be completed before the nextcam begin are also
labeled. A delay in one task translates to a defathe next task and will

ultimately affect the completion date of the projdo essence, when we are
talking about a project it is important that we wnthe specific goals of the

project, the start date and the conditions withinicl it will be executed. It is

also important to define responsibilities, plan thealget, fix the end date for
the project, and identify the parties that will ibgolved in executing each of
the tasks or activities.

Another thing to note is that projects cost resesrtn the form of men,
material, money and time and it is expedient thasé¢ resources are available
for a project to be completed. It is equally impottthat all these resources are
properly allocated and managed to get the desitgdome or deliverable.
Therefore, projects are usually an organised uitit whe aim of attaining a
definite goal. There is always time duration foryaproject as well
specification according to the needs of the end-usach project is executed
within a budget that is reflective of the specifioca and the expectation is that
the project will be completed within the projectéche as well as meet
specifications. Anything short of this is not debile.

In summary, a project is the purposed outcome sbtingi of a series of
tasks/activities to be carried out within a spedfitime and financial
constraints. Therefore, there is recognition thabjgrts are subject to
constraints, especially funds, and this can affded completion time.
Furthermore, projects vary in size and scope, fiive construction of a
cathedral to an activity as seemingly mundane @asnphg a wedding.

Let us consider another project, say a librarygmbguch as automation. This
will also involve a number of steps within which myaactivities will be
involved. So as soon as a decision is taken tonzat® all the activities/steps
from planning to implementation will be outlinedhi$ will also require that
time and resources are carefully planned and aldca he project is expected
to run within specifications and there will be s&ddgo monitor it as it goes on
to ensure that it meets the specifications. Thegeptawill not be considered
successful unless the deliverables are accordisgdoifications and also meet
performance standards and objectives for embar&imgt in the first place.
This takes us to the objectives of projects.

Self-Assessment Exercise 1



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

Which of the two is correct?

a. A project is completed by accomplishing a set divaes
b. A project is completed by properly defining the geo

3.1.1 Objectives of Projects

As observed, all projects have a set of objectiges)s or missions. It is only
when the objectives are achieved that the projacthe said to be completed.
As shown in the Construction of a Custom Home diagearlier, the objective
of that project is to construct a custom home. d@nsas the custom home is
completed and certified alright in terms of funoidity and performance, the
project comes to an end. The same thing goes waitin gducational pursuit.
You complete it the day your graduate because r@ isrexpecting you to
continue attending lectures after your successtdgation from a course. The
only way you can continue attending lectures iyati gain admission into
another programme or even the same programme.tifings it is a different
educational pursuit. That is why we say a projeag h start date and an end
time. Therefore, the objective of a project depemsvhat it is meant to serve
and also the requirements of the client. Generhtyyvever, Sindjuha (n.d.) has
outlined three project objectives as discussedwelo

To Ensure Function or Performance:

Every project has its objectives. The project dlbjes outline the project’s
goals and aims. The type and size of a project adatermine the objectives
therefore, one project can have just one objectihde another project has
several objectives that could be completed at uaribmes in the course of
executing the project.

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

As observed, every project has its end-user. Thd-user makes his
specification according to what he wants. Thereftine final result of any
project must satisfy the requirements of the eret-u$ for instance, the end-
user wants a block of offices for leasing, the @cbjhas to produce a block of
offices for leasing at the end of it and nothingsleNot only that, the building
must satisfy the specified standards for performaneliability, and safety. In



(iii)

other words, the block of offices for leasing slibulot only be the final
outcome, but at the end of the day, it is importaat in terms of function or
performance, reliability and safety, the projectdslivered to satisfy the
requirements of the end-user.

(i) To Ensure Containment of Expenditure within Budget:

Project management aims at containing expenditutbinvbudget because
project execution is costly in terms of resourcéasuring containment of
expenditure within budget is a project objective.

At the planning stage, every effort is made tochttaosts to activities. This
gives an idea of the entire cost of the projectririga serious unforeseen
circumstances, it is expected that projects argethput within the stipulated
costs or something very close to it. This is a vergortant criterion for project
success. In our example of a block of offices &asing, it is obvious that this
iIs a commercial venture. If the development costh® building exceed what
has been planned, it means that the project owmeddvhave to lease his
offices at a much higher cost than planned so hleatan recoup his extra
expenditure. However, increasing the cost of leasimay not be favourable
because there are other competitors in the busiiéssefore, if his block of

flats is charged far above the prices charged bycbmpetitors for the same
product, it will affect his business. This is whyig important that projects are
completed within their budgeted costs. It is alsénywcontainment of

expenditure within budget is one of the objectives.

To Keep to Project Time Scale

We have mentioned that projects are put on a tinaes The successful

completion of a project within the time scale igontant. This is important to

ensure not only that the project does not oversit®dtudget but also so that it
can be put into use within the time planned. Assignhe end-user or project
owner was targeting a time within which if he séléswill make the most gain,

it is important that the project is fully developadd ready for the market
within the stipulated time scale. This is also toi@ther kinds of projects be it
products or services. This point is important i€ throject is one that has a
known peak period of the business. Therefore, @nwhjective of a project is

to see that it is executed within the stipulatedetiscale in order to remain
within budget as well as meet the needs for itsetxen.

!

End User

Y N\

Time Cost




Fig. 1  Triangle of Project Objectives

Self-Assessment Exercise 2

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

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

3.1.2 Types of Projects

It is important to consider the different typegobdjects in existence because in
many cases when the word project comes up in aiskgm, what normally
comes to peoples’ minds is construction work orstauction site. However,
that is only one type of project in the classificatof projects.

Projects can take any form or shape. For instaheedevelopment of software
for an improved business process, the construaiioa building, the relief
effort after a natural disaster, the expansionaés into a new geographic
market are all examples of projects (Project Mansge Institute Book of
Knowledge, 2021).

While appreciating that there are different typépmjects according to their
unique classifications, the classifications outliney Nagajaran (2012) and
Sindhuja (n.d.) will be discussed at length heragdtajan (2012:7-9) classifies
projects under six headings as follows: (i) basedhe type of activity; (ii)
based on the location of the project; (iii) basadomject completion time, (iv)
based on ownership, (v) based on size, and (vigdbas 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-industriatlevelopmental projects. An
example of an industrial project is a manufacturprgject set up for the
production of some goods. Under non-industrialjgois, we talk about
projects such as health care projects, irrigationjepts, water conservation



projects, pest control projects, preservation mtsj@and so on. Non-industrial
projects are usually executed by the governmenttlaeg are concerned with
bettering the lives of the generality of peopletie society. Although the
products of such non-industrial projects cannot doantified in terms of
tangibles such as goods as we have in manufactprijgcts, they are very
important for the welfare of people and the gendmlelopment the society.
An electrification or water project will serve tperpose of providing light and
water respectively to the citizens. This in turritées their living conditions
and enables them to be more productive in theivididal pursuits.

Table 2. Difference between Industrial and Develeptal Projects

Dimension Industrial Project Developmental Project

Scale of Project Limited Large

Promoters Entrepreneurs oGovt, Public sector,
Corporates NGOs

Investment High

Gestation Period High

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

Finance Stringent debt equitYDperates on higher dept
norms equity norms

Source of Fund National stock marketsternational

and from domesticorganizations like World
financial institutions Bank, IMF, ADB, DFID
and others mostly as
loan, yet times providing
for some grants.

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

Source: https://www.manage.gov.in/studymaterial {sivl.

Based on the Location of the Project



In this category are projects that can be claskifie national projects and
international projects. As implied, national prdagea@re set up within the
national boundaries of a country, while internagiioprojects are set up by one
country in other countries. Furthermore, internadigorojects may be set up by
the government of a country or by the private secfa particular country in
another country. Note that the handling of intaorat| projects requires more
expertise and greater efforts because they invblgber risks in terms of
proportion and procedural formalities that are imed since they are
international in nature. Some examples of inteameti projects include:

Setting up fully-owned subsidiaries abroad

Setting up joint ventures abroad

Setting up of projects abroad by way of mergersauuisitions
Based on Project Completion

Projects can be classified based on constraints asiproject completion time,
and based on that, they can be classified intotjyges: normal projects and
crash projects. Normal projects are projects incitihere is no constraint of
time. In other words, they are not time-constraieedound and so are not
necessarily designed to be completed within a pddime. That is to say that
there is no compelling reason to rush or completeproject on a given date.

On the other hand, crash projects are those that ttabe completed within a

stipulated time, sometimes at the cost of incurimgher project costs. For

example, the Federal Government of Nigeria commissa dam rehabilitation

project which has to be completed before the raxyrseason. This is a crash
project because it must be completed before thengpminy season to ensure
that any envisaged disaster in the rainy seasamaged. The fact here is that
the project was embarked on to forestall an impendisaster during the next
rainy season. So, the project has to be completéd@ammissioned before the
next rainy season. Therefore, if it is not commetdthin the planned time, it

has failed to achieve the expected end.

Based on Ownership

Here, projects are categorised into three grougpgate sector projects, public
sector projects, and joint sector projects. A pgavsector project as the name
implies is completely owned by private promotersl amvestors. The major
objective for establishing a private sector projecprofit maximisation given
that they are funded by private investors who aterested in recouping not
only their investment but also gaining some goadrcial returns.



Vi.

Public sector projects are owned by the state semunent (federal, state or
local). The major objective of executing public t®ecprojects is the

government’s obligation to undertake developmendjguts. Public sector
projects vary from country to country depending tbe kind of economic

system that is run in the country. For instancea jpurely capitalist economy
such as that of the United States of America, tieeteardly any public sector
enterprise except those that concern defence,ublity services etc. On the
other hand, in mixed economies such as the kindhexe in developing

countries, both private and public sector entegsrixist.

In Nigeria, public sector enterprises include Nige Ports Authority and
Nigerian Broadcasting Corporation. In socialist remmy, public enterprises
dominate the economy and are actually public ptypé&lote that an enterprise
Is considered a public enterprise when the stasmgrother national, regional
or local authority holds sole ownership or where thajority of its capital and
the enterprise are under the control of the governim

Joint sector enterprises are those in which theeostp is shared between the
government and private entrepreneurs. The ovegidinterest of the
government in venturing into joint sector projecssto make use of the
managerial talents, entrepreneurial capabilities] anarketing skills of the
private enterprises. Therefore, projects can bestdakien by these enterprises
and are said to be owned either by the governmemrivate based on the
ownership of the enterprise.

Based on Size

There are three types of projects under this cayegonall projects, medium-
sized projects, and large projects. Size in thissas expressed in terms of the
amount of investment that is required to fund thggqet. The investment limit
for the different categories of projects is annathby the government, and the
investment is subject to periodic reviews keepingmind such things as
inflation, and the decision to offer certain indees to projects categorised as
small, medium, or large.

Based on Need

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

New Project: This is a project that is conceived and implemeritedatisfy
customer needs. This occurs when a company n@igap in customer needs
that should be filled and appropriate steps arertato fill that gap. For



instance, a quantity of a product or service thdiaing provided is no longer
able to meet market demand, the company goes dabeadrease the quantity
that is supplied to close the gap.

Balancing Project Generally, projects do not stand alone. Theyalltinave
many product units that are linked with one anotherthis case, all the
projects are able to service each other in one avagnother in the sense that
the output of one production unit exactly matches input required for the
next production unit. This ensures full utilisatiand maximisation capacity of
all the production units.

Diversification Project: This is a situation where an organisation initiziad
implements a project that will entail their addingw products or services to
the already existing ones. In this case, they arersifying their products or
services to include new businesses. Let us saympa&oy was producing cars
and later realises that adding a steel manufactyoliant will help them to save
cost and increase the number of cars they prodims; set up a steel
manufacturing plant which is now a subsidiary compaln this kind of
project, subsidiary projects are implemented toisera major project in order
to maintain or balance the production capacity.

Expansion Project: This is a project that is implemented to incredse t
production capacity of an organization. Let us tegycurrent carrying capacity
of a company that produces cars is sixty vehiclEsgmnum but they wish to
increase to one hundred vehicles per annum. Thageament will go ahead to
enhance the capacity of the plant so that it cadyre the desired number of
cars within the same time.

Modernisation Project: This is a project that is implemented by a busirtess
retool or upgrade already owned production equignmea production plant so
as to meet the technical standards. In this cas@emtechnologies are in
existence and the company decides to upgrade iigoregnt to meet the
current standards. To do this also, the job skillthe existing employees will
also be improved through training to ensure thay e in such a condition to
operate upgraded equipment. In this way, the plantpositioned for
competitiveness and future growth. In other wottiere is recognition that
technological innovation is a continuous proces®goipment and skills are
upgraded to enhance productivity.

Replacement Project:In this situation, there is a noticeable underpobidn
as a result of some old and aging equipment. Allsorepairs and maintenance
cost of machinery is rising and increasing the obgiroduction. At this stage,



the company realises that replacing the old andgagiachinery would make
more economic sense and embarks on a replacenmeattpin this case, they
old machineries are replaced with new ones.

Backward Integration Project: In this case, a company expands its role so as
to acquire a company that it formerly depended ammsbme inputs. In other
words, they depended on the company they seekquairacfor supplies of the
products and services that they themselves neetidorproduction. They buy
up the company and it becomes part of their owamigation. Therefore, they
will no longer require to procure that item or sligp from outside their
organisation.

Forward Integration Project: In this case, a company decides to own and
control business activities at the end of its patidun line. This is done after
the organisation is fully satisfied that includingw business will be profitable.

For instance, a company that produces clothing us®tl to supply them to
boutiques for sales might decide to own a linealftlgue outlets to which they
supply their products. In essence, rather thanrtépa other sales outlets, they
now have their own and deal directly with buyer#isTis a value-adding
service.

Types of projects as classified by Sindjuha (n=hased on the content of the
project. Here four types of projects are distinatigntified (1) manufacturing
projects; (2) construction projects; (3) managenmnjects, and (4) research
projects. They are explained below

Manufacturing Projects: The sole objective of many organisations is the
manufacturing of products. A manufacturing prodisctone where the end
result is the manufacture of products or goods. iRstance, projects such as
building a ship, vehicle, computers, and so onarenanufacturing projects.
Manufacturing projects are often very demandingtlgp and time-sensitive.
To succeed in this type of project, it is importtrdt there is close attention to
detail as well as experienced management to ovéhseg@bs that are being
done.

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

Management Projects: Management projects do not necessarily produce a
visible or tangible result as you would have inheit a manufacturing or



construction project. By this, we mean that you rdui necessarily see a
physical product. But the achievement of managempemects also aims at an
outcome and if such projects are not successfoiplemented, they can result
in an operational breakdown for the organisatioan®jement projects enable
an organisation to function more efficiently in thesired direction.

For instance, the development and introduction néwa classification scheme
that will make the library material easier and éasto classify can be
considered a library management project. Managepregptcts can also be the
design and testing of a new computer package, elodation of a company’s
headquarters among others. All of these projectelwe the management
coordination of a series of activities before acsssful outcome can be
achieved.

Research Projects Here a researcher proceeds on a scientific endedwou
answer a research question(s). The objectives sdareh projects are often
difficult to establish, and the results are notaf predictable. However, they
seek to determine some answers to the questionsbtitathe mind of the

researcher. Research projects include studentgisogad projects carried out
in research laboratories and research institutes.

Self-Assessment Exercise 3

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

A manufacturing product produces tangible delivesab True False

3.1.3 Project Performance Dimensions

There are three major dimensions that define tmopeance of any project.
These are scope, time and resource or cost. These parameters are both
interrelated and interactive as is depicted infignere below

Time Cost

Scope



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

From the figure below, it can be seen readily ti&t three dimensions are
interrelated and interactive to the extent thathange in one, will most
definitely affect the other. To illustrate this,saming that there is a change in
the project scope, it will require that the projeompletion time be extended
and this will invariably entail that the projectstavould go up.

On the other hand, if there is a reduction in tithe scope and cost would also
have to be reduced. In the same vein, if ther@yschange in cost, it will also
reflect in scope and time. The implication is thatsuccessfully complete a
project, there is a requirement that specified &l accomplished within the
scheduled time and budget. In essence, the penmenaf a project “is
measured by the degree to which these three pagesr(stope, time, and cost)
are achieved. Mathematically Performance = f (ScoPest, Time). In
management literature, this equilateral triangleaiso referred to as the
“Quality Triangle” of the project” (https://www.adamia.edu/, n.d.).

Self-Assessment Exercise 4

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

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

D)

3.1.4 Characteristics of Projects

Having defined the concept and types of projebis,next important thing is to
look at the characteristics of projects. Eightelearacteristics of a project have
been highlighted by Nagarajan (2012: 3-4) as dssdidelow

Project Life cycle

Every project has a life circle. The project lifgcte includes the steps that the
project manager has to take to successfully exeaupeoject from start to
finish. The life cycle comprises the following stasgwhich include:

Conception stage : This is the conception of tlogept ideas.



Design stage . Detailed design of different progeas are worked
out.

Implementation stage : Project implemented in Wi comissioning stage
Project is commissioned after implementation.
Commissioning signals the end of its life cycle.

What is being explained here is that every prdjest a life cycle however, the
life cycle of a project does not start when theknoegins. Rather, it starts from
the time the idea is conceived. As soon as theigleanceived, the next thing
is to begin to design all the stages that are wreain the project in the manner
they will follow. Then the implementation startangsthe design that had been
outlined. This continues until the project is coeiptl. As soon as it is
completed and certified to have met all the requésts as outlined in the
design, the project is commissioned. The commissgpmarks the end of the
life of the project.
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Definite Time Limit: Every project has a definite time limit/line. Prcie are
not meant to continue indefinitely but after theg aompleted, there can be
maintenance exercises as required. Note that nmainée work is not
considered a project because while maintenance isngoing process, the
project itself cannot continue forever.

Unigueness:Every project is unique and no two projects aralainnLet us say
that two libraries are being constructed in cittesind B. Construction of a
library building in say city A is not the same & tconstruction of a library
building in city B even though the two projects at®ut building a library and
so similar. In fact, they are unique in themselg®wen the differences that exist
in the owner organisations, infrastructure, loagati@chnical specifications and
the people that are behind the projects among dtivegs. So, similarity does
not imply that the projects are the same.

Teamwork: Normally, a project consists of diverse areas adcggisation.

Each specialised area will have people that areiamed in it. For example, in
a building project, masons are specialised in tlaga and ironworkers
(benders) are specialised in theirs too. Even énaitea of library automation,
different expertise will also be required includiniiorarians, system
programmers etc. depending on the skills the progquires. Therefore, any
given project calls for the services of experts nfroa host of
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disciplines/expertise. Co-ordination of the diveeseas calls for teamwork.
Without teamwork, the project is bound to suffer.

Complexity: Just as projects have diverse areas of expertisdss, they have
complex sets of activities relating to each diveeea. Factors such as
technology survey, choosing the appropriate tedgwl procuring the

appropriate  machinery and equipment, hiring thehtrigind of people,

arranging for financial resource, execution of fireject in time by proper

scheduling of the different activities, etc. coptite to the complexity of a
project.

Sub-contracting: The complex activities and functions of a projefteio
warrant that some activities are entrusted to suttractors. This is done to
reduce the complexity of the project. Sub-contrartsome functions and
activities enables a project manager to co-ordittaeremaining activities of
the project more effectively than he would if hergvéo handle or manage
every aspect. Generally, the extent of the complexi a project, determines
the extent that is sub-contracted. Sub-contraasngspecially helpful if the
sub-contractor is specialised in the activity. Thugher helps to improve the
quality of the project. The sub-contracting is lthsen the fact that an
organisation may not be involved in all the actdgtthat a project requires to
be set up or it is more economical to sub contraitaspect.

Risk and Uncertainty: There is no risk-free project even if in some cases
project appears risk-free. To that extent, risk andertainty go hand in hand
with projects. Some risks are not noticed immedtifatsnd so a project will
appear easy and risk-free but the risk may apar. | The project manager
may have made some good forecasts to avert rigkisebdoes not have all the
power to ensure that everything stays on courserdity to the forecast.
There could be unexpected events such as a sud@demge in government,
change of policies, inflation etc. which occurs andkes initial calculations
wrong and make the forecasts/projections meaniaglemanding that he goes
back to the drawing board.

Customer Specific Nature:A project is always customer-specific. This is in
consideration of the fact that products/servicdsretl by an organisation are
customer-oriented. Therefore, the interests andceboof products/services
offered by an organisation are made to meet thdsnetthe customer(s) and
any project that is being carried out must be tadcappropriately.

Change: While it is customary to put a life span to a pobjét should be noted
that the life span is not rigid. Changes occur ugtmut the life span of a
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project. This can arise as a result of environnidataors. The change could
be minor in which case it may have very little irapdt may also be major; in
which case, it will have a big impact and may eebange the very nature of
the project.

To buttress the point above, it could be that aerachnology or equipment
had been proposed to be used at the planning agduring implementation,
better and more efficient ones became available.r@honal thing to do would
be to switch to the latest technology. This is infed by the need to keep the
project up to date. This can affect the life spamhe project considering the
lapse in the period between procuring and instalie new equipment.

Response to EnvironmentsProjects take shape in response to environments.
For instance, countries set up projects in respaasenvironmental needs.
Projects that do not take into consideration thednef the environment will
most likely end up as white elephant projects. Vdgeha lot of abandoned
white elephant projects in Nigeria.

Forecasting: There is always competing interests and forecastiegdemand
for any product/service is important in any deacisio initiate a project. If the
forecast gives positive indications, the projediaisen up for further study. In
essence, forecasts must be accurate and basedrahfsandamentals.

Rational Choice: The decision to embark on a project among manyrothe
competing interests must be based on rational ehdicis is because a project
Is a scheme for investing resources. So, in thetaitithe available avenues, it
is important that a rational choice is made.

For instance, let us assume that there is a neatkf@loping the health sector,
and also a need for building a recreational ce@reen that both projects will

demand huge resources, the most rational choicengutiee two should be

made based on the most compelling need at the time.

Principles of Successionit is not possible to fully know beforehand how a
project is going to be implemented. More is knovow the intricacies of a
project as it progresses. As a result, project aomapts get modified and
finalised successively with the passage of tim#hagproject progresses.

Optimality: Projects are aimed at developing the economy o&rosgtions.
That is why they must ensure that rational choa@smade in deciding what
projects to carry out. In all cases, resourcesaegled to execute a project and
resources are scarce and have a cost. It is inmottat there is optimal
utilisation of available resources as wastagesearostly.



% Control Mechanism: All projects will have pre-designed control mecisams
to ensure completion within the specified time skhe, within the estimated
cost and at the same time achieve the desired déepiality and reliability.

% Multidisciplinary: Projects are multidisciplinary in nature. As a tgsno
project can be executed without the use of the kedge and expertise of
different kinds of people.

% Conflicts: The multidisciplinary nature of projects also meatisat
multidisciplinary teams are used. Multidisciplinagams are characterised by
conflicts. Conflicts may arise between membershef piroject team and those
members of the organisation who are connected thighproject and even
among members of project teams. For instance, gqtrthat has a project
team from within the project organisation and aeotlieam from the
subcontracted specialist. There may be tensiondsstihe two project teams.
Moreover, projects constitute a meeting place ftfeient stakeholders such as
project owners, financiers, contractors, userspoppts and public authorities.
These can have shared or conflicting intereststenad combination of both
(Olsen, 2006).

% Part of a Larger Programme: Projects are part of a larger entity called
“programme.” Many projects put together constitide programme. For
instance, building a steel plant is a programmeétha many interrelated parts
called projects. The construction of many projedsalso considered a
programme with individual projects. Take for exaenfhe construction of an
estate. There are many buildings involved. Eacldimg is a project while the
sum total of the projects is a building programn@are should also be
exercised to differentiate projects from operatiddperations are the ongoing
repetitive activities that are carried out in amganisation to keep the place
running. In a library, you have operations sucltiasulation, administration
etc. They are repeated every day as part of theites that keep a library
running.

Self-Assessment Exercise 5

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

The project life cycle does not include the impletaéion stage:

True False

3.1.5 Project Selection/Criteria of Choice



Oftentimes, an organisation is faced with the @male of selecting a project to
execute out of the myriad of needs. Considering ghajects require resources
in terms of money and men it becomes imperativedhaoice has to be made
between the competing alternatives. This has toubeéerstood from the
perspective that organisations are interestedajegts that will align with their
objectives, and if such projects are for busines® that will increase their
overall profitability. In order words, no organisat will invest in any project
that has the possibility of pushing them into img a loss. This is why
selection is an important element of project managd. Let us consider this
with the example of a library. Assuming there aegd to furnish a new library
building and another need to install or build adily annex. Both projects are
capital intensive therefore; the library managememist make a choice
between the two projects since resources are aghaustible.

Meredith and Mantel (2010) define project selectias “the process of

evaluating proposed projects or groups of projeats] then choosing to
implement some out of them so that the objectivieth® parent organsiation
will be achieved.” Another definition says that jg selection is a process to
assess each project idea and select the projdtthéthighest priority (Pacific

Invasive, n.d.). The definitions further reinfor¢kee point that the whole

purpose of embarking on project selection is toabte to choose the most
important out of other competing interests. Theigien to choose one project
or a number of projects out of many is not an eas§. As a result, some
criteria have to be borne in mind to do it objeelyw

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, a defined visam a mission. This is necessary
to give them a sense of direction toward the patutcess. All projects that an
organisation seeks to embark on must be stratqgmlagned to its goals. This
will ensure that they stay on course and prevemt tamptation to go into
frivolous expenditure as they allocate their researjudiciously. Having this
in mind will also keep an organisation from wastitime and effort on
endeavours that steer them away from the orgaorsdtobjective.

Assessment of Resource Capabilities and Availabpit This is yet another
consideration. Even where some projects have tkenpal of aligning to the
organisational goals or objectives in the futuhere is a need to assess the
personnel on the ground to accomplish it. Projeegguire both man and
material for execution. It is, therefore, necessargnsure that the personnel on



the ground have the capacity to deliver a qualigjget successfully. This is
termed assessing the resource capability matrnguasn appropriate tool. Once
the assessment is done, they can make a decisiavhether the project is
feasible to continue with or not.

» Evaluation of Potential Risks: Risks and threats are associated with projects.
It is therefore the responsibility of the projecamager(s) to decide if the risk
and threats can be mitigated or not. As soon agithject managers measure
the resources that are available to execute thgegtyothe next step is
to diligently evaluate the potential risks they htigface. An initial risk
assessment helps to first understand if it is h-higk or low-risk project based
on pre-set risk appetite. In case it is a low-ps#iject, managers can even form
a contingency plan well ahead of the curve to prefiture bottlenecks.

» The Impact on Customer Satisfaction and Brand Loydl: Another
pertinent consideration is the impact that the gobwill have on customer
satisfaction and brand loyalty. Let us remembee Hbat every organisation,
whether they are into manufacturing, constructgeryice etc. has a customer
base and brand to maintain. Because there are cdhgpetitors in the sector,
maintaining and staying relevant during the ongaiagket uncertainties is of
utmost importance. That is only possible when tients are happy with and
stay with an organisation for a long time. The does that need to be
addressed are:

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

o Will the project improve the client’s perception tife firm’s products and
services?

Once a consensus is reached and it is believedthkatroject can enhance
customer satisfaction and improve brand loyalty thaght be a pointer to the
right direction to take up the project.

» Data Availability and Expected Revenue:This is concerned with finding out if
there is enough data available on the project iumay, is it possible to collect data
from varied sources? When working on a projecttiiedessential data is in place,
implementing it at the right place and the taskobees easy. In the absence of
relevant data, the tendency is that resources heilspent over a long period in
gathering the right information, analyzing it, aheén implementing it. Where there
is limited data available, the possibility of himiohg a project’s progress is
increased.



Along with this, there is a need to ensure thatRIidd or Return on Investment is
calculated based on the approximated revenue Heatptoject is expected to
generate. This is a very crucial activity sincesinot wise to use resources, skills,
time and effort, and the company’s finances onnarevenue generating project. If
this is not done properly, it will lower profitattyf and also keep the organisation
from taking up a higher revenue-generating projétanagers follow a benefit-

evaluation model to calculate this.

Self-Assessment Exercise 6

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

Project selection is concerned with team selectidinue False

4.0 Summary

The foregoing has highlighted the concept of ppjBpes, and characteristics
of projects. Project selection and criteria foresgbn were also examined.
Some salient points have been raised. The bottoenidi that every project is
meant to serve a purpose. Unless the purpose afj@cpis met, it cannot be
deemed to be successful. Furthermore, projects aondifferent types and
sizes. Also, no two projects can be said to bestime because they are unique
in terms of environment, resources, objectives, Ritojects are also temporary
and must have a start date and finish date. Thectbgs of a project will
determine the approach to be adopted in executimylisaid and done, if a
project does not meet the specifications, budgs, taneline, it 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 [mfogect.

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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7.0 Possible Answers to Self-Assessment Exerci6BAES)

SAE 1 A (By accomplishing a set of activities)

SAE 2 True
SAE 3 True
SAE 4  Task
SAE5 False

SAE 6 False
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1.0 Introduction

Having laid the foundation by explaining the cori¢céypes, and characteristics
of projects and selection and criteria for selectnproject, we will now focus
our attention on the concept of project managemigéns important to note
again that project management is not an exclusoreaih of the construction
industry or manufacturing companies as some eruglgoassume. Today,
many business organisations employ project managemeanany aspects of
their business, such as innovating a new produseorice and implementing
new processes and so on. The aspects of the bsisineshich project
management is employed are not only treated asqisoput are also managed
as such. When an organisation adopts project mamagein executing its
internal operations it is said to be structureduatbprojects (Nagarajan, 2012).

It is also important to note that while there isrgasing recognition and use of
project management today in achieving organisatigoals, the concept has
been with us for a long time. For instance, althoutgmay not have been
specifically identified as project management a thme, the truth is that
famous projects such as the Egyptian pyramids w&eseuted using project
management approach. This is because it involved ube of men who



performed activities within time, budget and acaogdto specifications, and
under some managerial supervision.

2.0 Intended Learning Outcomes (ILOs)

At the end of this unit, you will grasp the concepfproject management. You
will also learn about the objectives and principtdsproject management as
well as the project management process.

3.0 Main Content
3.1 Definition of Project Management

Simply put, project management is about using nmehraaterials, to carry out
successfully, a series of tasks or activities #ratassociated with a product or
service, according to specifications, and withispecified time period. It is
“the task of getting the activities (project adiws/tasks) done on time, within
budget, and according to specifications (Citemd&1,02.” It is “an organized
venture for managing projects...that involves theemitiic application of
modern tools and produce desirable outputs in decme with the
predetermined objectives within the constraintsime and cost techniques in
planning, financing, implementing, monitoring, canling unique activities or
tasks” (Aakanksha & Shah, 2010). Project managensethe discipline of
planning, organizing, securing, managing, leadargl controlling resources to
achieve specific goals (Nokes, 2007).

It is “the application of a collection of tools atechniques...to direct the use
of diverse resources toward the accomplishment ohigue, complex, one-
time task within time, cost, and quality constrairfOlsen cited in Project
Management Institute, 2021). Each task requiregracplar mix of these tools
and techniques structured to fit the task enviramnmand life cycle (from
conception to completion) of the task."BridgeGro(pd.) further defines
project management as the methods and disciplised to define goals, plan
and monitor tasks and resources, identify and vesissues, and control costs
and budgets for a specific project.

The concept is also defined as “the applicatiokradwledge, skills, tools, and
techniques to project activities in order to meeterceed stakeholder needs
and expectations” (Darwish, 2017). From the ddbnitby Darwish, we are
made to understand that project management regemrae knowledge, skills,
tools, and techniques that must be brought to beax project for a successful
outcome.



The purpose of project management is to minimisstan or counter the
risks, and organise and direct the resources dothlaproject is finished in
time, within budgeted costs, and with the functlosraother design objectives
fulfilled (Sindjuha, n.d.). In another definitio®roject Management Institute
(2021) defines project management as “the use @gifsp knowledge, skills,

tools, and techniques to deliver something of védugeople.

Furthermore, Project Management Institute definegept management as a
methodical approach to planning and guiding propcicesses from start to
finish. It is the method of planning the plan.tdrss with project definition and

ends with goal achievement.

Going through the definitions carefully, you wilbtice that there cannot be
any project management without projects, and ptejae executed using men
and materials such as finance and will also invdlve use of knowledge,
skills, and tools to ensure that expectations ae¢ fhhe project manager is
responsible for ensuring that all this is done ssstully.

To further understand what project management lisabbut, it may be

necessary to use an illustration that is very famito us. Let us take the
example of schooling to drive it home. In this case see the pursuit of
education as a project even though it may not ssenobvious. The truth

remains that every student undergoing an acadermgrganme can be deemed
to be involved in project management. Why you mak?aYour academic

journey which can be termed a project started attitme you first made up
your mind about what course to study. Thereaftey jegan to plan/prepare
and eventually sat for and passed the Joint Adomssiand Matriculation

Board examinations to qualify for admission. Thetedgou begin your

educational pursuit or project can be termed thd siate of the project. Once
you have gained admission and completed your ragjiz formalities, you

found out that there are expectations that aregecin levels (1, 2, 3, 4, and 5
or 6 as the case may be).

Your levels are arranged according to a seriegasKst and activities (courses,
lectures, quizzes, seminars, projects, etc.) whulst be completed and
achieved to qualify you for the next level. Youraexnations are the project
evaluation while your graduation is the project ptetion/date. Any student
who seeks to achieve the desired outcome must vacdording to the
specifications. Also, there has to be funding fbrtlaat is concerned with
schooling. Therefore, the whole process of you maggall that goes into a
successful educational outcome from start to end loa deemed project
management, and you, the project manager.



Self-Assessment Exercise 1

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

Project management approach guarantees organalagiaccess:

True False

3.1.1 Importance of the Project Management Approach

We have established that the basic reason foratimgj any project is to
accomplish some goals. Also, although there isute that says that project
management must be applied in executing a prdjegtever, the need to focus
the responsibility for the project on an individkalown as the project manager
and a small group also known as the project tearkemat necessary to
organise the task as a project.

In essence, organising tasks as a project makesadoountability and
efficiency because the project manager and his ts@amow entrusted with the
responsibility to execute it. In support of thiadks, (n.d.) has outlined some
benefits of adopting the project management appraoacproject execution
including

1) Project management approach will help in hagd@oemplex, costly and
risky assignments by providing an interdisciplinaproach to handling the
assignments. This stems from the fact that projegsually require
multidisciplinary expertise or teams for their exton. This implies that not
one single individual has all the expertise neededexecute a project
successfully;

2) Project management approach helps in handlisgasents in a specified
time frame with definite start and completion peinthis is possible because
even before implementation, all the stages thataseciated with the project
are carefully planned with responsibilities ancesols well as the duration of
each clearly specified.

3) Project management approach provides task atientto personnel in an
organization in handling assignments. As mentioned¢cause roles and
responsibilities are clearly defined according e expertise of work teams,
each work team understands not only what they mpeated to do, but also
how they are expected to do it.



3.1.2 Project Management Objectives

Like any other purposeful and productive engagemm@nject management has
some objectives that are derivable from it. ClarigZ2020) has outlined at least
five of them as follows:

The successful development and implementation lgfraject procedures:
Irrespective of its size, there are at least figaadly important stages in the
project life cycle: Initiation, Planning and Desjgi©€onstruction and
Execution, Monitoring and Control, and Completidnsuccessful project is
that in which all stages in the project life cyelee successfully smoothly
and uninterruptedly carried out.

Productive guidance, efficient communication and sygpervision of the
project’s team: No project can be executed witheowiéam(s) of workers.
Also, in many projects, there is a multi-disciplypavork team. The work
team is a deciding factor in the success or faibfra project. Therefore,
good communication is an important element in @mtojaanagement. It is
the objective of project management to ensure ttiexe is good, smooth,
clear, unambiguous, and complete communication iweay that all
concerned are able to understand. The ability lofoalisten and receive
constructive feedback is also key in communication.

The achievement of the project's main goal withe given constraints:
The most important project constraints are, Scopat the main goal of
the project is completed within the estimated tiwigle being of the

expected quality and within the estimated budggtyiSg within the agreed
limitations always feeds back into the measuremehta project’s

performance and success.

Optimisation of the allocated necessary inputs #&melr application to
meeting the project’s pre-defined objectives, imatter where is always
space for improvement.

Project management aims to ensure that all respuhet are provided for
project implementation are fully and beneficiallljpaated and that they are
deployed in such a way as to achieve pre-set gibatsalso the objective to
ensure that the human resources are fully utilteegrds achieving project
goals. That being the case, it also aims to seeathanpediments against
the full actualization of a successful project adggressed. According to
Clarizen (2020), project management ensures thit pimcesses and



procedures can be reformed and upgraded to entiamceistainability of a
project and to lead the team through the strategange proces’s

e Production of a complete project which follows thient’s exclusive needs
and objectives: Projects are implemented to meeh#eds of the end-user.
At the planning stage, the objectives of the priopge presented. It is an
objective of project management to ensure thaptbgct as implemented
and completed meets the needs of the end-useltisihdees. There may be
a need to shape and reform the client's vision possibly modify the
project objectives, but this must be done withkhewledge and consent of
the end-user. The goal is to successfully comgeatedeliver a project that
meets the specifications and needs of the endeustakeholders.

Self-Assessment Exercise 2

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

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

3.1.3 Project Management Process/Steps

Project management is not carried out without dwayght to the process. This
is because the process helps to give order ancugeedin the execution of any
project. To that extent, there are some steps dmatimportant to project
management. Some processes/steps in project maeaggamexplained below
include 1. Scoping, 2. Planning, 3. EstimatingSdheduling, 5. Organising, 6.
Directing, 7. Controlling, and 8. Closing.

Scoping

Scoping in project management is concerned wittingeboundaries for the
project by clearly defining the goals, deadlinesd @roject deliverabke that
one is working to achievét is important that the project team works witkfie

scope of the project to manage funds appropriaaely deliver within the
timeline.

Project Planning



The saying “if one fails to plan, one plans to’falan axiom that is often used
to drive home the importance of planning in alké léndeavours. This is also
true of project management. Planning is a very nt@pd aspect of project

management because good planning anticipates ell faélctors that are

associated with the project right before the prioggarts and puts them down in
a document to serve as a working guide. Simply pudroject plan or project

management plan is a document that describes jhetives of the project, and
how the project will be executed, monitored, coltedy and closed or finished.
As Ahmad (2010) puts it, “the project plan effeeti outlines the objectives

and scope of the project and serves as an offioait of reference for the

project team, larger company, and stakeholders”.

Estimating

Estimating involves a quantitative estimate of ecbjcosts, resources, or
duration. This is concerned with attaching estimidteancial implications to

all the activities and tasks and personnel andiels s a critical part of project
planning. However, often there are difficulties amdnfusion around

estimating. This is most often the case with thblipusector projects where
bidding for jobs is required. Often, public sectob bidders sometimes
underestimate in order to win the business. Inateuestimates can affect
project planning because accurate estimates arebdbes of sound project
planning.

Let us take for example a library setting whereg@ezt is to be carried out. It
could even be something like equipping a new lyprhuilding. Usually,
tenders are called for. A number of contractorsnstildheir estimates for
supplying the needed equipment. In a bid to windbetract, some of them
would submit low estimates. The Tenders Committelecss one based on
certain criteria including cost and that bid is egyed. Now the planning as it
affects costs is made based on the approved estiamat funds are released
based on it. However, because the contractor hddrhid to win the project,
the contractor does not deliver within the stipedatime and in some cases
may go-ahead to supply sub-standard equipment. Whiidefinitely impact
negatively on other aspects of the project. Sopiaject planning, it is
important that proper estimates are made for &l dbmponent parts of the
project.

Project Scheduling



Project scheduling is concerned with outlining thetual activities of the
project with time assigned in the time order/segeeim which they are to be
performed.

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

1. Company registration

2. Obtaining industrial licenses/import licenses
Appointment of consultants

Resource mobilization

Land acquisition and site development

2

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

7. Preparing design specifications and placing ordens plant and
machinery

8. Transport of plant and machinery to the projed sit

©

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 attadioethem. The essence is to
provide some type of guidelines to ensure that tand other resources are
used wisely.

Organising

As already explained, projects are grouped intovidies. Also, resources are
an important requirement in project execution. Igamising, the project
activities are clearly defined and analysed in sackay that they are clearly
grouped according to their distinct areas or depamts. It also entails
establishing the authority and responsibility relaships by clearly defining
who is responsible for what and who reports to whalso involves organising
the resources that are required for the accompésiinof organisational
objectives. Essentially, project organisation istaucture that facilitates the



coordination and implementation of project actesti The structure defines the
relationships among members of the project manageara the relationships
with the external environment.

We can look at it as a process because it provigearrangement for decisions
on how to realise a project. It decides the prégegtocess: planning how its
costs, deadlines, personnel, andtools will be emanted. The project
organisation is then presented to the project btaklers. A well-organised
project ensures that everyone knows what's expeofethem, what their
authority is, and what they need to do. It provitles track on which to run a
project. Without it, a project is bound to beconrectionless (Hughes, 2019).

Directing

Projects are executed with resources including leeoRffectiveness and

efficiency demand that the project manager wharisctly responsible for the

day-to-day running of the project directs peoplevtwk in the desired manner
towards achieving the stated goals. Put simplyeatiing is “the process of
guiding the subordinates towards achieving the rosgdional goals. To

achieve this, there is the need to issue ordergctdies, instructions, and
commands. For the subordinates, directing enalblesr tto know what the

expectations are. Using the tools of instructiomslers, requests, guidance,
supervision, coaching, advice, etc., the projechagar is expected to get the
subordinates to work according to expectations, lads also to inspire them
to achieve the project goals (Nagarajan, 2012).

Controlling

There are three important factors over which cdngaxercised in projects.

These are time, resource, and quality. It is imgrdrto ensure that the project
Is running within the time scale, that the needesburces are available, and
that the project meets standards in terms of qualibntrolling ensures that

things are done according to the plan. It is thec@ss of comparing the actual
performance of the project with the planned perfomoe i.e. the ideal and the
reality. Controlling aims to check up on whetheg firoject progresses exactly
in line with what was planned. If in the coursecohtrolling deviations also

called variances are noticed, in terms of timepuese, and quality parameters,
the variances must be analysed, with a view totifty@mg the reason for it and

applying suitable remedial measures to correct thed then put the project
back on the right track (Nagarajan, 2012).

Closing



As often mentioned, every project is a temporamgentaking. To that extent, a
project has a start date and a finish date. Cloaiqgoject is the process of
finalising all activities for the project, phase, @ntract. This is an indication
that the project has been successfully completesl chlled the close project or
phase. However, while it is expected that the clmsgect or phase indicates
that the project has been successfully completguipj@ct may also be closed
when it is terminated before it is finished. Thesd project or phase can be
seen as the last phase of the project life cycleth’s stage, the project is
closed, and reports of the level of success optbgect are made to the owner.
Other activities involved in the closing projectmnase include handing over
the deliverables to the customers, passing docwatentto the business,
releasing staff and equipment, canceling contragts the supplier, and
informing the stakeholders about the closure (Najgar 2012).

In essence, this activity is heavy on documentfigation. All the project
documents have to be gone through carefully and talten to ensure that
there are no unfinished items, that all the agredsneoncerning work items
are delivered and signed off officially, and thitlae objectives and plans, and
obligations are met. Therefore, there cannot bdeseqroject or phase until the
owner has formally signed off on the project outeowr deliverables. A
number of steps are involved in a close projegitase. The benefit of close
project or phase can be said to be that the tadligees a formal method to end
the project. As soon as the organisations’ resauace released, new projects
or endeavours can be pursued.

Some of the processes that have been explainedeabhoe captured
diagrammatically below
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Self-Assessment Exercise 3

Attempt these questions to measure what you haratlso far. This should
not take you more than 5 minutes.
Defining the goals, deadlines, and project delibkxarelates 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 impoatatite engagement. That is
why it is important to be aware of the principlbattare associated with project
management.

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

A simple example can be a construction project.r@lae certain things that
must be done in order to have a strong structumgy Attempt to do it

differently will certainly result in a building thavill not stand the test of time.
Therefore, principles are expected to guide howghiare done and where
principles are neglected in the pursuit or executiba thing or activity, it can

lead to some unpleasant circumstances that are dboonattract some

consequence(s).

So, when we talk about a principle guiding a system are saying that
systems have their essential characteristics #ie# tnto consideration the
reason for their design or their purpose and tHg way that systems can be
effectively operated or used would depend on whethe principles are

acknowledged and adhered to or whether they amragn Therefore, refusal to
adhere to the principles guiding a thing is to ikerled to short-circuiting the

process (Guido, also cited in Wikipedia, 2021).

We can therefore look at the principles of projesanagement as the
fundamental rules that should be followed for thecessful management of



projects. In essence, for there to be a succepsbjgct, project management
principles must be followed. This is why the prpiles of project management
are described as “necessary assets when charfpaghato completion [of a

project]. The project principles can be appliedatoy level or branch of a
project that falls under a different area of respoifity in the overall project

organisation (Simplilearn, 2021).

We are reminded that a project is a temporary uakielg that has a defined
beginning and an end. In project management, areonisis usually associated
with scope, time, quality, and budget. A major cancin project management
is how to optimise the allocation of necessary ta@nd integrate them to meet
pre-defined objectives given that resources aretddn(Simplilearn, 2021).
What all this point to is that it is important thatinciples are followed if the
desired outcomes are to be achieved.

When it comes to principles of project managem@éfitke (2021) further notes

that the Project Management Book of Knowledge (PMB@oes not currently

contain an official list of principles for succesisprojects but some principles
are outlined by the Project Management Institu@2(3.

The principles that must be followed will include defining the project goals
and objectives, 2) defining the project deliverab® clarifying team roles and
responsibilities, 4) creating a strategy for iniba and execution, 5)knowledge
of numbers, 6)careful budgeting, and schedulingd@&tifying priorities and
milestones ahead of time, 8) accountability and paoasibility, 10)
communicating plan, 11) transparency, 12) risk egsent, and 13) monitoring
and measuring progress

Define Project Goals and Objectives

Definition of project goals and objectives is imfamt because the goals that
are set for a project play a critical role in itewsess or failure. Goals must be
set before work begins and must not be ambiguows $0 enable all the work
team to be on the same page and avoid future nesstachdings. Also, set
goals must be realistic, clear, and measurable.nvitne goals are ambiguous,
it makes it difficult for the project to be underst or achieved by the project
team. This can result in delays in meeting milessorWith undefined goals,
the project manager may encounter problems on Ig Hasis in the area of
project organisation. All said, the project goalthe expected outcome and
should be known ahead of time because it also leadise project structure
plan. It is important to state that the succesafhievement of all project goals



lies with the project manager, and he can bettéineldhe goals using the
SMART paradigm (specific, measurable, ambitioualiséc, time-bound).

Define Deliverables

According to the Project Management Institute (302l deliverable is “any

unique and verifiable product, result, or capapild perform a service that is
produced to complete a process, phase or projat.tan look at it in terms of

the things that are produced at the end of a prajet depending on the type of
project, could be a product or service that isfthal outcome of the project

process. After the goals and objectives have besabkshed, the project

manager has to define the project deliverables. ditjective of the project

could be for the end-user(s) to manage their owrterd on their website. for

example, when the project has to do with the deueknt of a website

assuming the project is about something like saftvekevelopment. At the end
of the project, the deliverable will likely be aepe of software that will enable
the managers to manage content as well as tramatgrials that will be used

to train employees and other end-users on how & the newly created

software.

In the case of a building project, assuming thediyje is for the end-user(s) to
have a residential home, the deliverable thatlalkhe final product should be
a residential home that meets expectations in tesim&inction/quality and
performance. Therefore, anything short of the tlespecifications is not
acceptable and can be regarded as a failure ajecpr

Deliverables can either be organisation-focuseeroployee-focused. When
the deliverable is organisation focused, the empha®n making sure that the
several important components of the organisatiensapporting one another.
What this means is that the company’s purposdesgtyacapabilities, structure,
and system should all work together. On the otlaed, the employee-focused
view encourages managers to evaluate how well-radtthe employee is in

terms of individual role, professional goals, teamembership, and

organsitional vision and mission. In these examples can see that projects
can even involve human development. Given the m@spects or areas of
project management, it is not always possible her groject manager to have
control over all the factors that are involved nojpct management, but to the
extent that he can effect change, he should leeerthgse organisation
alignment concepts for a more successful project.

Clarify Team Roles and Responsibilities



Projects are structured around teams. To that gxtens important that
members of teams understand very cleanly, what tbkgis and responsibilities
are. Unclear definition of roles and responsil@itiof team members is the
cause of most confusion and tension among team ersmibhis is because
team members will most certainly cross their bouledaand may not be able
to relate with each other if they are ignorantlwé toles and responsibilities.
This will usually lead to conflicts among team mears Therefore, the project
manager has the responsibility to define the réleach team member to help
everyone to work more harmoniously with each otféns point is driven
home by the fact that in many cases, a projectultiqaisciplinary in nature
and as a result requires the expertise of membens different specialities. It
Is important that each knows where their roles sgponsibilities begin and
end in order to prevent avoidable conflicts. Projeams that are conflict-
prone will never agree and this has the tendenéyrtber delay the completion
of the project. A delay in completion time entarsre financial involvement.

Create a Strategy for Initiation and Execution

The project initiation and execution strategy ageyvimportant. For instance, it
Is during the project initiation phase that all lprenary work that must be
done before any other project activities can tak&ce is outlined. The
preliminary work must be carried out before anyeotthing that is concerned
with the project is done if not the project will ruinto murky waters.
Incidentally, people tend to just focus their mirals project execution when
they think about project management. Project exacwstarts with a project
kick-off meeting. This meeting officially beginsetlproject. It is at this meeting
that the project manager shares the vision andfplatie project. It is also the
time he delegates tasks and responsibilities tont@aembers and sends
everyone on their way to get things going. To emssmooth execution of
projects, during the execution phase, the projembager should ensure that
there is a plan in place to document errors, ctioes, and other changes.

Knowledge of Numbers, Careful Budgeting and Schedurg

Undoubtedly, projects require resources for theacation. While the project
manager has at his disposal the resources thagnees to run the project, it is
a fact that the resources are not inexhaustibleerahey are limited. To this
end, there is a need for judicious utilisationlod tesources. To ensure that the
project remains within the resources availables iimportant that the project
manager budgets his financial resources very déyefin the budget, he
should allow for certain flexibility by giving hineéf some margin for
unexpected expenses. He should also ensure tltaké® reasonable measures



to save costs during the course of the projectceSime project manager’'s
budget is unavoidably linked to his project schediilhe is not able to keep to
the timelines, his budget will most likely suffencaaffect the entire project.
Therefore, it is important for the project managerccount for not just how
long each project task should take, but he shdstilendeavour to work within
the timeline. exigencies factor in exigencies sashholidays, corporate and
stakeholder events, and team members’ vacationsseltshould also be
provided for in the budget.

Identify Priorities and Milestones ahead of Time

Prioritisation and identifying milestones aheadtiofie is a very important
aspect of the project management process. Witheprppioritisation, it is
possible for the project manager to know what tmgoon, as well as identify
milestones where they exist. This is important beeavhen a project manager
is in the midst of a project, it is easy to someisnget distracted from the
things that matter by less important details thgdear urgent at the moment.
Distraction has the tendency to derail the proc&dserefore, to avoid
unnecessary distractions, the project manager ghiefine his task priorities
at the very outset of the project. This will enabim to know where to direct
his team’s energy in the event that a conflictemis~urthermore, when the
project execution is at its climax, it is easy ¢sd sight of the details that are
involved in a project. Identifying milestones iretproject planning phase will
help the project manager to know if he is on coarsg on schedule.

Milestones define certain phases of the projectthadccost and results that are
associated with each phase. Milestones represansivte steps during the
project execution and they are set after a certamber of work packages that
belong together. Work package means breaking dawgeIproject into parts
that are related. This series of work packagessléathe achievement of a sub-
goal.

Accountability and Responsibility

Projects cannot be executed without a team(s). $eme made up of people
who have certain expectations. It is therefore irtgya to ensure that they are
motivated. Motivating team members has the advantaiy keeping them
committed to the project; it goes a long way ingkag them focused on the
goals. One of the best ways to achieve this isripoaaver them by giving them
a sense of responsibility and accountability. Whedividuals are given
responsibility for their own work, it not only meétes them but also makes the
job of the project manager less burdensome. It h#sothe positive effect of



enabling the employees to work from their strengthd to learn new project
management skills. This is advantageous to bothotfganisation and the
employees in the long run.

Related to giving team members individual respalisibs setting up a means
of accountability. The project manager needs agysh which task delegation
and project deadlines can be tracked and each neamber can see his or her
contribution in the context of the larger projeétmbiguity in roles and
responsibilities makes it difficult for the team mmigers to work efficiently, and
it can also be problematic in the area of holdireppde responsible when
something goes wrong. When individuals are notmginesponsibilities or held
accountable, they are more likely to approach tiogept with a laissez-faire
attitude. In turn, the project manager will hav#idulties in the course of the
project as he is not only placing too much burderhmnself, additionally, he
may not have the loyalty or commitment of his tes)n(

Communicate Plan

It is important that there is productive guidaneicient communication, and
proper supervision of the project team becausestiezess or failure of a
project is highly dependent on teamwork, thus, kKbg to success is always
in project collaboration. To this end, the estdishent of good communication
is of major importance. Explaining and implemegtstrong communication
guidelines from the outset of the project is gooacfice. The communication
channels could be email, text messaging, a chaicegror some combination
of things that everyone on the team understands ead use for
communication. Because the different activitiesagbroject entail teamwork,
there is a need to ensure that this flows throlnghphases of the project. On
one hand, information needs to be articulated iclear, unambiguous, and
complete way, so that everything is comprehenddyg by everyone. On the
other hand, the ability to be able to listen ancenee constructive feedback
will ensure that time is not wasted.

The project manager should be clear about the lahdisformation that needs
to be communicated, and who needs to be notifieitain circumstances. He
should also model the kind of communication he eip&om all stakeholders.
It is important that the channels of communicateme clearly defined and
understood by all the people that are involved whthproject.

Be Transparent

Transparency here entails creating a system inthwhicteam members can
access all relevant information about a projectileaand efficiently.



Transparency is important because it is relatedeticiency. There is
appropriate software in existence for this andsitthe responsibility of the
project manager to ensure that the software thappsopriate for the work he
Is doing is utilised if he hopes to achieve tramspay. Transparency also
entails ensuring that every one that is part ofpitggect is able to key into the
system and understand the objectives and compoaokttite project. There is a
need to make project data available to the teans Tan be achieved by
providing good tools for collaboration and by shgricalendars among team
members and even outside stakeholders.

Project transparency leads to better outcomesdtir the team and the project
itself. On the one hand, the team will be more wadé&id if there is a tangible
sense of progress on the project, and on the athvat] improve trust.

Some useful tools for ensuring transparency incllmecharts, structure plan,
and a milestone plan. These tools help the projentager to stay on track.
Transparency also entails that the project mansigeuld be able to present a
brief report about the status of the project to pnimcipal or stakeholders at
each stage of the project. At such meetings, haildhbe able to give
overviews of the costs, the timeline, and the agdemilestones. This ensures
that he not only carries them along but also tleagdins and retains their trust.

Assess Risks

The project manager should engage in regular etratuaf risks. A risk
assessment is an acknowledgement that somethind gounvrong that could
potentially derail the project. Risks need to beniified and addressed at the
beginning of the project rather than catch thegmbmanager off guard later.
The project manager should also seek the team mehdyginions on what
risks they think he needs to consider. While ih@¢ possible to eliminate all
the risks from the project, being prepared for theam save him from project
failure. Undoubtedly, all projects come with a edyiof risks and this is quite
normal. His ability to identify the risks sooneathlater will save him a lot of
costs as prompt identification of the risks willablte him to address them
before they become unmanageable.

Monitor and Measure Progress

In the course of planning the project, the projaeinager must endeavour to
establish key performance indicators (KPIs). A k&yformance indicator is
one type of performance measurement which is duarie and used to
evaluate the success of an employee, organisgiiofect, activity, product,
etc. in which it is engaged so as to ascertain drat meets the objectives for



performance. In projects, KPIs come in the form lmfdgets, project
management timelines, and quality expectations.ofganisation determines
what it considers important to it. As the projeagresses, the project manager
should regularly keep track of project progress ahdck his KIPs so as to
catch issues and make corrections quickly as delayse costly. While he is
monitoring and measuring progress, it is also bt place to celebrate when
his KPIs tell him that the team has achieved a.gbak can be a boost to his
team because it will not only give them a sendeetdnging but it also conveys
to them that their efforts are noticed and apptedia

Self-Assessment Exercise 4

Attempt these questions to measure what you haratlso 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 leowgvus gaining more

recognition as organisations understand its rolethe achievement of

organisational goals. Project management coverghallprocesses that are
associated with a project starting from initiatidilw closing. Project

management can be applied in different kinds afasibns and environments
such as construction, manufacturing, businessresehrch.

The project manager runs a project and it is hepaasibility to ensure that
clear objectives and goals are defined and thaptbgct meets the end-user’s
expectations especially as it affects time, scapk laudget. All projects have
their objectives and it is imperative that they ameecuted within these
objectives. Project failure arises when the projechot executed within the
project objectives.

The unit has gone to great lengths to define timeegat of project management.
Other important aspects covered in the unit inclindeobjectives, the project
management process/steps, and the principles ofegbrananagement.

Understanding the concept of project managemertendble you to identify

projects as different from activities, operatiomsmd programs. Knowledge
acquired from this unit will also enlighten you bow to go about managing
projects especially as the project is not only whes executed in construction
or manufacturing industries.



5.0: Tutor Marked Assignment
1. Name and explain 3 objectives of project manageme
2. Outline and briefly explain 4 project managenmamniciples.

3. Explain how the project management approachbeansed 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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1.0 Introduction

In the foregoing units we, have established thextetlare many types of projects
but whatever the type of project, its initiationingportant. In this unit, we will
be focusing on project initiation. Embarking onraject is a critical decision,
no doubt. No one jumps into any project withoutirigy the groundwork
because there are many steps to take even befamengta project. The
initiation phase of a project includes all the st#pat must be taken before the
project is approved, and before you plan for theggmt. If the project initiation
stage is handled well, chances are that the prajddie successful. It is at this
initial stage that the goal and purpose of thegmiogre defined. It is also a time
to answer some basic questions such as why thegprigj being embarked on
and what business value is it expected to deliftei® important to determine
the scope of the project, identify the skills neketa the project team, and also
likely risks to the project. These issues are irtgyar because projects are
costly in terms of human and material requiremeats] so no organisation
wants to execute a project that lacks purposeairitas no value to add to the
stakeholders

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 are nédégethe project team and the
risks that a project may likely encounter.

3.0 Main Content

3.1  Project Initiation

Project initiation is the first phase and is oftemsidered the most important in
the project management life cycle because it iceored with starting a new
project. It is at this stage that organisationsdiwhether or not to take up the



project. This is called value judgement. Projeduggudgement is measured
using two metrics called business case and fergibllhe essence of it is to

determine whether the project will add more valudusiness terms and how
will it be accepted in the market. These are vergartant considerations for a
number of reasons including the fact that no ogm@ion wants to execute a
project that will not benefit them given the fabat enormous resources are
expended on project execution.

The initiation phase is when “the business probtempportunity is identified,
a solution is defined, a project is formed, andrgjget team is appointed to
build and deliver the solution to the customer” (tWa.d.). Major decisions
that give direction and information about resouaeailability are made at this
stage. This includes decisions on matters likegotogharter and selection of
the project stakeholders. Making sure that theestaklers come to a clear
objective about the project helps to ensure thaty®mne is on the same page
regarding how the project should proceed.

The project initiation phase consists of four etiakisteps as outlined
by MacNeil (2021):

1. Create a Project Charter or Business card:Stakeholders need to be
convinced about the necessity and benefit of tlogept. This is done with
either a project charter or a business case. Thgqir charter and the
business case are essentially the same becausprthege details that will
help to sell the project to the stakeholders. Havewhile the project charter
is used for smaller projects, the business casedd for bigger projects that
require significant resources.

2. ldentify Key Stakeholders:The key stakeholders are individuals that are an
important part of the project and whose signatuilebe required to approve
the project charter of the business card. Initratstakeholders include the
customers, external persons, and the project team.

Other individuals, who though not stakeholders iargortant in pushing the
project and who can support the project should ladsmvolved.

3. Run a Feasibility Study:A feasibility study is used to determine whether
the available resources can complete the projéa.féasibility study will also
provide information about whether the Return onebtment (ROI) on the
project is enough.

4. Assemble the Project Team and Tools



As soon as the project is approved and after thsilfdity study has been
carried out, the next step is to assemble the grigam, workspace and tools

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 documentsbisst employed for bi
projects?

[\

a. Business case b. Project charter

3.1.2 Project Team Skills Identification

Projects are executed with team(s). Teams are rapdef people who are
brought together to work towards the achievementhef objectives of the
project. Usually, the project team is made up dbpbe of diverse expertise
depending on the size and complexity of the projébiese people have to
work together as a team, antetsuccess or failure of any project depends
largely on the team.

Without teamwork, it will be difficult for the menelbs of the team to cooperate
with each other. Teamwork refers to the abilityrafividuals in a work team to
work well with others to achieve a common objectiveamwork is a skill that
can be developed through regular practice. An idds who is a team player
Is always putting the interest of the team befaséer personal interests.

There are many skills that a project team shoukkess. Three basic essential
skills that project team members should possessoatined here. This
includes 1. Good communication skills, 2. Basic agament skills, 3.
Amicable writing skills, 4. Skills management skil(MyClientSpot, n.d.).
These essential skills are explained below

Listen for Good Communication Skills: It is important to listen for good
communication skills. Good communication is a calangredient in working

together in teams. Teams communicate among theessewid with the

leadership. It is important that communication &red out effectively and
team members should be able to do that in a largte is clearly understood
and acknowledged by all. Good communication is assential in minimising

conflicts among teams. Therefore, communicatiofissis an essential skills to
listen out for.



Look out for Basic Management Skills: While the project manager is
responsible for the planning and operations of tdem, ideally, his team
members should possess basic management skilspérctive of the type of
project, some basic grasp of leadership and judgestmuld 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. This wilvgte him with the opportunity
to recognise the management strengths that each te@mber possesses.
Identification of such skills is beneficial to tpeoject manager as it goes a long
way in the formation of a self-sustaining team tbah multi-task on multiple
projects at the same time.

Look out for Amicable Writing Skills: The project manager should look out
for amicable writing skills because like good conmigation skills, amicable
writing skills is important for sharing and passimformation around clearly,
correctly and effectivelyLike good communication skills, amicable writing
skills play a big part in ensuring information ikased and passed around
clearly, correctly and effectively. There may b@&eed for documentation of
technical information, if this skill is lacking, e¢hjob will not be done
accurately

Possession of Ills in Risk Management: Risks cannot be totally ruled out
from projects even with the best planning. Everugfothis is an essential skill
requirement from the project leader, it is alsoyvenportant that this skill is
possessed by team members.

Everyone in the team must see risk management stsai@d concern. The
ability of a team member to detect potentials resid threats to the project and
possibly prevent them is an essential skill thatdesirable among team
members. A project manager should take note of teeembers that possess
this skill.

Self-Assessment Exercise 2

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

To identify these skills, from time to time, theomct manager should
delegate certain tasks and duties to his team: Gise F

3.1.3 Project Risks Identification



Project risk has to do with any unforeseen or uageevents that may or may
not crop up during the project execution phase. éi@w, it is important to note
that risks are not necessarily negative. Thereatse positive risks. Because
uncertainties cannot be completely eliminateds itmportant to plan for and
identify possible risk events that may impact thegjgrt.

To illustrate this. Assuming a patrticular libranyNigeria wants to embark on a
project that will transfer all its operations inwectronic methods, it is

important that they identify all the risks that warise including loss of data
and system failure which is a very important coesation in a country that has
an epileptic power supply.

Risk identification is important for risk managerheiccording to Project Risk
Coach (2022), to identify risks in project manageiné is necessary to do the
following

e Define Project Risk

Write the Risk in a Consistent Format

Use a Variety of Risk Identification Tools:

Engage the Right Stakeholders to Identify Projesk&
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 planniagd later, project execution.
Project initiation established the value and beéradfia project. As soon as the
stakeholders approve the project initiation docuimieéms a nod that the project
can commence

Self-Assessment Exercise 3
Attempt these questions to measure what you haamtleso 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 ldentification Tools

d. All of the above




6.0 Tutor-Marked Assignment
1. Briefly explain project initiation.
2. Why is it important to undertake a project inittatiexercise?
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1.0 Introduction

In the previous unit, we were taken through projettiation which is
fundamental in project management. The planninggtallows the initiation
phase. Planning in project managements is a veppiitant part of project
management. It is the responsibility of the projewnager to assemble a
project plan. The plan describes the cost, scopesahedule for the project,
detailing exactly the activities and tasks that \é required and the resources
that will be needed, spanning across personnefiiigpment, and financing in
addition to where they can be acquired. In essahce done even before the
project is started to serve as a guide during xeewdion phase.

Without the project plan, it is very easy to dertdie project in terms of
personnel, cost, equipment, and schedule among faitters. The project plan
also factors in the risk that may occur and howntmage them. Planning for
risks will include contingency plans as well asaneunication strategy that
will ensure that all stakeholders are kept abrebattivities and progress.

2.0 Intended Learning Objectives (ILOs)

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

understand how the planning phase of a projectedduer make or break the
project execution. It is also important to undandtéhe things that are involved
in the process as well as the tools and technitu&isare used for project
planning. This is to guide you in the future.

3.0 Main Content
3.1. Project Planning

Project planning is an important part of the projée cycle and in fact can be
said to be at the heart of the project life cytieean be described as a kind of



road map that tells everyone involved in the priojecere you are going and
how you intend to get there. Let us take for instaa decision to set up a
digital library. It will be foolhardy for managemiemo simply rush into it
without sitting down to plan what it will entail.

Considerations must be made about personnel, #haguipment etc. that will
be needed to complete the project.

Hassan (2006) opines that it is at the planningseihthat considerations are
given to resource availability, resource allocatistaff responsibilities, and
forecasting of cash flow. In other words, the pcojplan states the resources
that are available, how the resources will be alled, what each staff is
responsible for, and the timeline of the projecs. &result, a well-conceived
plan will most assuredly produce a successful gu&olt must be noted,
however, that the project plan is not cast in iren it is not foolproof. As a
result, there is a need to monitor and if necessayplan the project as it
progresses towards the specified goal to avoiceptajerailment.

At the project planning stage, it is important thltthe parties involved in the

project understand clearly its facets, the expect=iilts or the processes
involved in achieving the project (deliverableg)e ttasks that are associated
with the project, and roles and responsibilitiesaibthe team members. Also, it
Is at this stage that the time constraints withihichh team members are

working are made clear. In essence, during thegsof planning, the various
activities/operations involved in the project, theequences/order as well as
how they relate to each other are established

Nagarajan (2012) outlines the following as the nsk@ps in project planning:
(a) Defining the objectives of the project
(b) Making forecasts for achieving the goals
(c) Identifying the alternative courses of action fohi@ving the goals
(d) Evaluating the resources available to the organisat

(e) Evaluating the available alternative courses ofoacand selecting the
course of action/actions that are most suited toiexe the desired
results, taking into account resource constraihésy.

The three basic components of a project plan aspesdoudget and timeline.
The scope is concerned with the boundaries of tbgegt so that the project
team understands what they can or cannot do. Téissets 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 project goalsestimate the project
costs.

The timeline on the other hand is concerned witleaéng the length of time
that is expected for each of the phases of theegrdp be completed and this
also includes the project schedule and milestdmagsaill be met.

In project management, a project plan includesetbireportant documents:
Project Charter, Scope of Work Statement (SOW) AMdrk Breakdown
Structure (WBS).

Project Charter is the section of the plan that presents a gemseiview of
the project. In this section, the purpose and divies of the project including
the constraints and risks are outlined. It alsonésfthe stakeholders as well as
the general strategy that will be employed in tre@gqet’'s execution.

Scope of Work Statement (SOWJHescribes the scope, schedule, activities and
deliverables of the project including key milestene

Work Breakdown Structure (WBS) is the aspect of the document that breaks
down the project scope into phases, deliverablestl@ individual activities
that will lead to the closing deliverable. The Raij Execution Plan (PEP)
describes the execution strategy, roles and regphinss of the project team,
detailed schedule, project assurance, and risk gesment (Dey, 2022).

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 is not included in the project plan?

a. Project management document
b. Project charter

c. Scope of work statement

d. Work breakdown structure

3.1.1 Purpose of Project Planning

The purpose of the project planning phase includes



Establish business requirements: It specifies wieproject needs are and also
the criteria for success. This includes the godisth®@ project and the
performance criteria for success.

Establish cost, schedule, list of deliverables, aetlvery dates: With the
project plan, it is possible to have a view of tbest, schedule, list of
deliverables and delivery dates. This serves asdedor the project team from
the execution through the closing of the project.

Establish resources plans: Projects require ressuncthe form of humans and
materials for their execution. The project plannitggcribes all the aspects and
activities of the project with assigned resouraasmeeting the tasks that are
involved.

Obtain management approval and proceed to thepiade: The project plan
provides all the information which is needed by agement, company or
organization to understand the objectives of thejegot, the expected
deliverables, scope, costs, and timeline of aewitamong other things. A
well-detailed project plan is a basis for seeking aeceiving approval for the
project which takes the project to the executioageh(Barron & Barron, n.d).

3.1.2 Project Planning Elements

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

Overview — A short summary of the objectives anojpscof the project mostly
directed to the top management. This contains temstnt of the goals of the
project including a brief explanation of their tadaships to the firm's
objectives, how the managerial structure that bellused for the project is and
also a list of the major milestones in the progadtiedule.

Objectives or scope — While the overview gives mmmary of the objectives
and scope of the project, this gives a more detatatement of the general
goals as noted in the overview section. The statershould also contain
information on the profit, competitive aims andheical goals.

General approach — This is where the manageriatectthical approach that
will be adopted in the work is outlined.

Contractual Approach — This aspect provides inféilonaon the complete list
and description of issues such as reporting reougintds, customer-supplied
resources, liaison arrangements, advisory comrsittpeoject reviews and
cancellations procedures etc.

Schedules — Here, the various schedules and mkesteents are listed. Also
attached is the estimated time for each task asreat from the people that are
responsible for them.

Resources — This specifies the resources requoaading to tasks.



Planning — This specifies the expected personrlirements of the project
including such things as special skills, typesraiining needed etc.

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

Evaluation Method — Evaluation is part of everyjpocb. This section details
the procedure that will be used in monitoring, edling, storing and evaluating
the history of the project.

Self-Assessment Exercise 2

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

Project planning is aimed at laying the foundafmmproject’s success

True False

3.1.2 Project Scope

One essential characteristic of a project that wstnalways bear in mind is
that every project is temporary and has a startanend time. In essence,
there must be a way to keep a budget within boueslahat will ensure that

only what is required or specified is deliveredo that extent, “project scope
is a part of the project planning process that doents specific goals,

deliverables, features, and budgets. The scopemdectudetails the list of

activities for the successful completion of thejpod” (Project, 2021).

Project scope defines what the project will deliaad what it will not. It is
important to define the scope because one majbtacketfor projects is the
failure to determine or define the scope. If thepscis properly defined and
managed, it will be easier to contain it within érand budget which ultimately
results in the successful delivery of the projéeiilure to define a project scope
clearly and manage it efficiently will most likelesult in an unsuccessful
project

As mentioned, the project scope is a detailed aitbf every aspect of the
project. This includes related activities suchesources, timelines (deadlines),
and deliverables. Deliverables are the tangiblegshithat the project produces.
Other aspects that are outlined in the project s@p key stakeholders, steps
that will be taken, assumptions, and obstaclesyelsas what the project is



about, what is included, and what is not. This doog¢ a house or software,
among other things.

One important thing is that a project is not expddb extend beyond its scope.
The project scope also serves to provide the kakebblders, with a clear
understanding of why the project is being initiatsdwell as defines what the
key goals are. This is important for the avoidan€eambiguity. All of this
essential information is documented in a scopestant.

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

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

1) identify the factors that are involved in stagtia project,
2) Clearly define the objectives, and

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

Furthermore, if a project is to be successfully aggd, there are some key
steps that must be taken to define its scope. Tieame doubt that a clear and
proper definition of the project scope goes a levay in ensuring that the

project stays within boundaries. The key stepsaar®llows

(i) Work with key stakeholders to define and createcape statement by

(iii)

(iv)

identifying what is within scope, and out of scop@ollaborating with
stakeholders helps to ensure essential things ti@ihthrough the cracks.

Identify, document, and communicate assumptionsufgptions are those
elements that relate to the project that are assumbe true for the duration of
the project. Assumptions are necessary to prowdesdimate of the cost and
schedule to deliver the project’s scope duringpla@ning phase of a project.

Gain buy-in (acceptance and commitment) for tlopsecstatement with the
stakeholders who are most impacted to ensureAthetgnder, 2020).

Some essential information that is documentedsoope statement:

A project statement of work (SoW), which is a dethibreakdown of all work
to be performed by a project team and any impoe&erhents that may impact
the outcome



Constraints that might limit or negatively impabetoutcome of the project,
including resources, procurement issues, timindgaak of information

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

Milestones that provide the exact date tiatnething will be delivered or
completed

The final deliverables that will be provided to testomer at the end of the
project — for example, a report, a software fegtargy process insights or
analysis, or any product or service that a custareeds.

Acceptance criteria that spell out exactly how sssowill be measured

Final approval whereby the customer will sign off the scope statement
confirming that all parameters have been included the document is
complete and accurate (Ahmad, Masood & Mohmmed3R01

Self-Assessment Exercise 3

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

The project scope is concerned with only projetivdeables: True False

4.0 Summary

Project planning is a critical part of project mgement and must be carried
out before the project is executed. The projeat plantains information that is
critical to the success of any project and anyqmiofjhat does not have a plan
stands the risk of failing. In drawing up the patjelan, the scope, costs and
timeline must be clearly stated. Also, the objexdiof the project and resources
that are available. Each activity of the projeatudd be carefully planned with
costs attached to it. The plan serves as the rgadonghe project. While it is
not cast in iron, it helps in keeping the projectoourse.

5.0 Tutor-Marked Assignment

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

Projects are executed with money and so funds earobsidered the life blood

of any project. In project management, budgetingascerned with the total

amount of money that is set aside for the completibthe project. It is the

responsibility of the project manager and the mtojeam to estimate the cost
of completing a project.

Where budgeting is done properly and the projeatagar uses it judiciously
for the purposes outlined, there is a good chaheat the project will run
smoothly within the specified timeline. Therefotlee project budget helps the
project manager to facilitate the project withine tlestimated costs and
timelines and helps to check on wasteful expenelitur

2.0 Intended Learning Objectives (ILOs)

In this unit, you will be introduced to budgeting project management
including the budgeting process, budgeting and nsknagement and the
budgeting process output. It is hoped that witk Kmowledge, you will be able
to carry out proper budgeting in any project thai ynay be called to execute.

3.0 Main Contents
3.1 Project Budgeting

Essentially, “a budget is a document that translatans into money - money
that will need to be spent to get your plannedviis done (expenditure) and
money that will need to be generated to cover thsscof getting the work
done (income). It is an estimate, or informed guabsut what you will need
in monetary terms to do your work” (Civicus, n.d.).

Following this general definition of a budget, veeroject budgeting as a laid
down plan for allocating resources. It is importémtnote that resources are
scarce and so must be used judiciously to achiewadésired results. So, no
project can proceed without funds and funds canonshould not be disbursed
without a laid down project budget.

By way of a definition, “project budget is the tb@mount of authorized
financial resources allocated for the particularppge(s) of the sponsored
project for a specific period of time. It is themary financial document that
constitutes the necessary funds for implementiegptioject and producing the



deliverables. The project budget gives a detaitatément of all the direct and
overhead costs required to carry out the projecilsgand objectives”
(McConnel, 2011).

A project budgeting is also defined “as the totedjgcted costs needed to
complete a project over a defined period of timés Lsed to estimate what the
costs of the project will be for every phase of gineject. It will include such
things as labour costs, material procurement cesid operating costs”
(Bridges, 2019).

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

Arguably, one important aspect of project execut®the source of obtaining
the funds that will be used to execute it. Anotimeportant issue is ensuring
that the funds that are allocated to a project @wsed carefully so as to
successfully complete the project. So, the judiiallocation of funds starts
with estimating the cost of the different phasexs #re involved in a project to
ensure that there is a view of how much will beoired in completing the
project. So, the project budget can be viewed a&®rdrol mechanism that
ensures that funds are used judiciously in achgethe project’s objectives and
deliverables.

However, beyond being a control mechanism, it sthdid understood that a
project budget also serves as a means of comminyctt the stakeholders

how much money is needed and when it is needeéhfieznabling them to

keep track of the project.

To that extent, a project budget assists in maniorthe income and

expenditure of the project as well as in the idematiion of any problem that

may arise. It is the basis for financial accourigband transparency because
based on it, informed questions can be asked ¢fejimncies are noticed in the
expenditure. The budget also serves as a basmpfmoval for the project to

proceed to the execution phase.

In a nutshell, project budgeting is important ie tbllowing ways

« Budgeting is an essential part of getting a pragggroved and securing
project funding.
« Well-planned budgets become the foundation forgmtogost control.
« Project budgets have a direct relationship withfitm@ncial viability of an
organization (CFA Journal, 2022).
Take note, however, that the budget is only ammegé. It is not cast in iron
such that it cannot be changed when the occasiommia it. An estimate may



be done at a particular time only for market foriweaffect the costs of items.
This will be taken into consideration in the budiggfprocess but care should
be taken to avoid arbitrary implementation of thejgct budget to avoid
depletion of funds even before the project is catgal.

Self-Assessment Exercise 1

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

Project budgeting is:
a. The total projected costs needed to complete &groyer a defined
period of time
b. The total projected estimate needed to completeaagof the project
The total project costs needed to complete a prpjease
d. None of the above

o

3.1.2 Project Budget Management

Project budget management is the process of mamamd controlling the
project budget throughout the project’s life cydeidget management consists
of a series of tasks and steps designed to helmgeaiine costs of the project,
the steps identified by PM4DEV (2015) are:

e Defining the Budget: It is the responsibility of the project managed#dine
the budget by estimating the budget required to pteta the project. The
process involves the allocation of costs to alljgmbactivities and all aspects
of the project. This includes the cost of interaatl external human resources,
equipment, travel, materials and supplies. The butigs to be more detailed
than it was in the project proposal and if it imew budget, should carefully
cover all the project activities. In the event ttiegre was already a contracted
budget before the project manager starts his jbleret should be no
assumptions. There is a need for that budget caonanodate the project
scope. Where this is not the case, the budget dleuteviewed and updated.

e Executing the Budget: A budget is executed by authorizing the expenses
approved in the budget. Thereafter, the projectaganinitiates to carry out
the activities that include hiring project staffjrphase of equipment, materials
and services, all according to a project procurdrpém developed during the
resource management process. This step occurs thtebudget has been
approved and the project authorised to start itsvines according to the
project plan.

e Controlling the Budget

Monitoring and controlling the budget is a criticadtivity therefore, it is not
enough to have a budget. In the event of any clsaimgihe budget, this should
be appropriately captured and approved and includetie project baseline.



The whole point of controlling and monitoring theoject is to ensure that
resources are deployed appropriately. There shibeldccountability for the
project costs. All expenses must be formally ideadi approved and paid for.
The roles and responsibilities of the individuatemed with project control
should be 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 items operditure are accounted for.
Approved changes to the budget will need to bescédld in the accounting
system used by the organisation and new projecgdtuckports will need to
reflect this change

To locate this process in the library. In the umsiy system, the
Bursary department is charged with the responsibilif controlling and
managing the budget. Normally, calls for budgetnsiskions is made by them
from the various units and departments in the usitye system. If the
university prepares their budget, it must be appdolefore it can operate it.
The first step in the process is articulating laél heeds and attaching financial
implications to them. When the budget is approwethle Vice-Chancellor, the
Bursary will be directed to release funds. Theadrgrmanagement must ensure
that the funds are used as stated. Any new additmnchanges must be
approved and the budget updated. Without approvaladditional expenses
can be included. Also, as the activities are baagied out, all receipts on
expenditure will be carefully kept and used torestihe released fund. The
Bursary department will then ensure that expeneliisr tallied with budget
submission

Self-Assessment Exercise 2
Attempt these questions to measure what you haratlso 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, @¢éikimting (2022) has outlined the
following steps.

. Pre-planning: This is the first step in project budgeting amdshould start with
identifying the tasks, activities, and milestonégh® project since the project cost
estimation will be based on it. Having the projeasks, activities and milestones
broken down in such detail can help in detailedt @stimations and allocation of
resources in full.



. Cost estimation The budgeting process should not end with auatlirthe tasks,
activities and milestones of the project, rathbeyt should be assigned estimated
costs. Project activities and resources shouldsbigliaed estimated costs to provide an
insight into the expected overall cost of the prbje

. Contingency planning Projects are prone to contingencies and so poovishould
be made for contingencies in the budget. This essary to avoid mishaps during
the project execution and helps to cushion anytsboings in the pre-planning stage.
. Real-time management The real-time management of the budget involeas-time
costs and expenses during the project activitigdsis step is the actual movement of
money into and out of the project. It serves toegiroject managers an idea about
their pre-planned cost estimates. This is can ée as the estimate vs the actual step.
. Variances As noted earlier, a project budget is not castan. The actual money is
spent during the project execution phase. The negias any difference between the
amount that was budgeted and the actual outconmeesitmated cost can be affected
by positive or adverse budget variances. Theseatipeal variances can arise from a
number of reasons including idle labour hours, amathine inefficiencies among
others.

. Reconciliation: This is the process involved in checking the atéhces between
budget estimation and the outcome. Generally, ttogegt cost is determined by
computing the cost of the different aspects of ejgat at completion. However,
reconciliation of costs cannot be left until themgietion of the project. It can take
place during the project and will serve to control

spending.

Self-Assessment Exercise

Attempt these questions to measure what you hamtleso far. This

should not take you more than 5 minutes.

—

Contingency should be provided for in a projectdrtdo take care ¢
unexpected events: True False

3.1.2 Project Cost Estimation Technique

The cost estimation technique is the process thailves estimating all the
costs that are associated with the completion gbr@ect from start to
completion within the scope and timeline. There amneumber of forecasting
techniques that can be used in project estimalibry include 1. Bottom-top
estimation, 2. Top-down estimation, 3. Analogousnesion, 4. Parametric
estimation, and 5. Three-point estimation (CFA dalr2022).

. Bottom-Top Estimation: This is the most commonly used technique in project
budgeting. This technique requires a sum of alldbsts allocated to different
project activities, and the sum-up of all the castthe total project cost. The
drawback of this technique is that it takes a aersible amount of time to
accomplish since all the project activities aredmidd for. Project budgeting is
a continuous exercise and as the project moveslabno stages, it becomes
more defined and the goals become clearer.

. Top-Down Estimation: This is the opposite of the bottom-top estimatiion.
this technique, the sum total of the cost is brokpnand allocated to all the



activities, tasks and phases of the project. Téghnique is useful where there
is a decision to be made about whether or not ¢edhe project; the budget
is therefore kept as a limiting factor that willtelenine the decision.

The top-down approach to budgeting is literarilyisestone as it does not have
enough room for change. The fact that every prg&periences an increase in
scope and planned tasks as it progresses, meansvithathis technique
frequent changes to the plan and revisions of tldgét are discouraged. The
technique is best suited for projects that of aim@ag nature where the nature
and scope of the project are fully understood.

. Analogous Estimation: In this method, information from already executed
similar projects is used for the estimation. Avaliéadata from the projects is
used to determine how long a current project wilh and how much it will
cost. This technique is possible where the estimatexperienced and already
has an idea of the nature and scope of a projecinktance, a project manager
has executed Project A and is asked to executeed®rd under similar
conditions. Data used to estimate Project A is usehake an estimation for
Project B which in nature and scope is similar iojétt A.

The drawback is that it is only useful when a pdecd already exists. It cannot
be used for a new and unique project. Moreoverjnaxperienced project
manager may find it difficult to use. Moreover, wrag a parallel from a
previous project may be misleading as many aspsctse cost may change
over a period due to inflation, wage increase, etc.

. Parametric Estimation:
Parametric estimation can be said to be an impreménn the analogous

estimation technique. In this technique, data theya@d from different similar
projects and then applied to the current projebe d@ata points could be more
than one similar project. The objective of thisraation technique is to make
the analogous estimation technique more accuratedbyding data sets that
are suitable for the current project from manyaetiént projects to increase the
overall relevance of costs. In this technique,isias, historical records and
variables are used to create a budget quickly mpamison to a bottom-top
approach but the accuracy is similar.

The drawback however is that it may be difficultfiod similar and relevant
data sets; it is time-consuming and only appliesr&lithere are similar projects
in existence.

. Three-Point Estimation:

The three-point estimation technique is used tomas¢ activity and
duration/time and costs of work items. The strergjtkhis technique is that it
minimises the risk of exceeding the project budgfealso allows the project
manager to deliver within the budgeted estimates.

The only drawback is that it is time-consuming.



Self-Assessment Exercise 4

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

Which of these estimation techniques is best udeehwhere is a decision o
be made about whether or not to accept the project?

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 projg@nagement. Resources are
needed to execute projects, but resources arenfinite and so need to be
properly planned for. In project managing, everyvity and tasks should be
captured in the budget and funds attached to thems. important that the
budget takes the scope and objectives of the projex consideration. Also,
the budget must be controlled and monitored to rengbat it is used as
planned. Without funds, a project stands the riskab being completed. In this
unit, you were taken through project budgeting @odgeting management
and its importance as well as control and monitprih project budget, and
project estimation.

5.0 Tutor-Marked Assignments

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

a. SAE 1 The total projected costs needed to compl@i®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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1.0 Introduction

When we talk about resource or resources in praj@hagement, we are
referring to anything that is needed to run and enaksuccess of a project.



Resources should be allocated before the commemtexhthe project to serve

as a guide in determining how much is allocated fmarticular aspect of the

project. This also helps in the tracking of theotgses. The resource could be
human or material.

One of the vital resources needed to execute &girg the project manager.
This underscores the point that the whole essemcadopting the project
management approach in the executing of projectsoignsure that the
responsibility for the project is placed on someari® is responsible for the
project from initiation to completion or closing. project often has many
aspects and teams and it is important that theg@edinated properly for the
best outcome. While it is not impossible to workaproject without a project
manager, the presence of a project manager itargea 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. You will also unded the role of a project
manager in a project and his responsibilities. & &€nd of the unit, you will
understand the expectations from a project manegease you are charged
with the responsibility of managing a project iruy@rganisation.

3.0 Main Content
3.1 Project Manager

A project manager is an integral part of any orgatmon that uses project
management in its operations. The project manager very important
part of a project. He is a professional in thedfief project management
who is charged with the responsibility of the pl#gy procurement, and
execution of a project, in any undertaking that laaslefined scope,
defined start, and a defined finish; regardlessthaf environment or
industry. While the project manager may not neadgshe the overall
head of an organisation, once appointed, othershedepartments that
are involved in the project answer to him as losghe issue has to do
with that project. He in turn answers to the ovdrats.

Even in construction projects, it is also the pcoj@anager that takes that
responsibility. He is the one that the stakeholdgrsto on any issue
concerning a project. Therefore, project managensetfie responsibility
of a project manager. This individual seldom pgrates directly in the
activities that produce the result, but rathervesi to maintain the



progress, mutual interaction, and tasks of varjpaties in such a way
that reduces the risk of overall failure, maximibesefits and minimizes
costs (Wikipedia, 2021). Therefore, it can safetysaid that the success
or failure of a project depends on the project ganaAny project
manager that is worth his salt will stake everyghio ensure that the
project is successful.

Self-Assessment Exercise 1
Attempt these questions to measure what you haratlso far. This 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 accordingetayfbe of industry or job
description. What this implies is that the dutiés @roject manager vary and can
only be examined on the basis of the industry h@newhatever the industry, the
project manager is in charge of projects. In soases, also, project managers are
categorized based on their character.

In this section, however, we are considering ptajegnagers based on the type of
industry or their job description. Wikipedia (202dgntifies five types of project
managers: (i) architectural project manager, fnstruction project manager, (iii)
engineering project manager, (iv) insurance clagrgect manager, and (v) IT
project manager.

Architectural Project Manager: This type of project manager manages projects
in the field of architecture. The architectural jpad manager possesses many
similar skills to a project manager in the conginrc industry. In fact, the
architectural project manager will often work cliyseith the construction project
manager. In addition, the architectural project aggn coordinates the work
design team and many consultants who contribugedonstruction project. He is



also in charge of managing communication with thent. Specifically, he is
responsible for budgeting, scheduling, and qualiytrol.

. Construction Project Manager. This project manager works in the construction

industry such a building construction. Often timélse construction project
manager works closely with an architectural projeanager.

Engineering Project Manager Engineering projects are managed by an
engineering project manager. Engineering projecthagament has as the
deliverable, a product or device through the dgyalpand manufacturing stages,
working with various professionals in different Ifie of engineering and
manufacturing to go from concept to finished prad@ptionally, this can include
different versions and standards as required bieréit countries, requiring
knowledge of laws, requirements, and infrastructure

Insurance Claim Project Manager: Insurance policies are taken by individuals
or organisations to cover losses through fire, dloor other kinds of disaster.
Therefore, an insurance claims project managenafteersees and manages the
restoration of a client's home/office after a fitlepd, or other disaster, covering
the fields from electronics through to the demotitand construction contractors.

IT Project Manager: Naturally, an IT project manager works in the IHustry
and manages IT project§wo categories of managers are classified under IT
project management. These are software (developnpnject manager and
infrastructure project manager.

Software is those instructions that enable the teserteract with a computer,
its hardware, or perform tasks. Essentially, mosmpguters will be useless
without software. Therefore, the development otwgafe is an important project
in the IT industry. The project manager in an hiflustry plays a vital role. A
software project manager has many of the samesskdl their counterparts in
other industries. Beyond the skills normally asatexl with traditional project
management in industries such as construction aadufacturing, a software
project manager will typically have an extensiveckmaound in software
development. Many software project managers holdlegree in computer
science, information technology, management ofrmédion systems, or another
related field.

On the other hand, an infrastructure IT project aggn is concerned with
ensuring the smooth running of hardware in thedpaidtment. Hardware includes
computers, servers, storage, networking, and ssplecés of them as backup,
business continuity, upgrades, replacement, angtgro



Self-Assessment Exercise 2

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

A project manager is competent to work on all typkeprojects

True False

3.1.2 Selection of A Project Manager

The foregoing discussions, undoubtedly, have helpmd to understand the
unique role and responsibilities of a project mamadhe fact that a project
manager is entrusted with the responsibility ofning a project from initiation

to closing phases reinforces the point that itasaijob to be given to one who
is not well grounded. As mentioned severally, thecgss or failure of a project
largely depends on the project manager. Theret@e must be exercised to
ensure that the one commissioned to manage a pisjeapable of meeting
expectations.

The success of a project may be made more likelhainng a qualified project
manager. Egeland (2010) contends that careful titoagould be given to
selecting the right person for a project becausenethe qualities of this
particular individual can have a direct impact dme toutcome of the
engagement. Reinforcing his position, Egeland (2Gué&her notes that the
sole criteria for selecting a project manager sthonbt be based on
gualification because many qualified people canttdd mechanics of project
management, but not everyone is a project leadwss.t&chnically competent
person is not necessarily a competent project feag@erson may have the
best logical and analytical mind in the group aetlgck the qualities that lead
a project to a successful conclusion. Becauseribjeqt manager must interact
with many people (such as sponsors, senior manageroiéent, and team
members), it is important that that person havedgpeople skills.

Regarding qualifications, while having advancedjettbexpertise in s specific
project activities is desirable, it needs to be arstbod that this is not
necessarily important because the project manawges dot work alone on the
entire project rather, he most likely will work Wwita team of sub-project
managers that have the required advanced expelmisessence, the project
manager can rely on them to provide advanced subjgertise in the specific
parts of the overall projects that they are ovenge@Vhat is more important is
that the project manager possesses good peoplés gkil enable him

successfully interact with all the people that hestrmeet in the course of the



project such as stakeholders, senior managemanit ahd team members. His
ability to interact successfully with the variou®gps of people will go a long
way to guarantee the success of the project.

Indeed Editorial Team (2021) also posit that irezdjwe of the industry a
project manager works in, it is imperative that pessesses some soft or
peoples skills in addition to having technical Iskds these skills can boost his
success. not exhaustive, Indeed Editorial Tear@l(Pas also outlined these
eight key qualities to include: 1. Leadership skiR. Communication skills, 3.
Problem-solving skills, 4. Delegation skills, 5.tRmsiasm, 6. Team-building
skills, 7. Integrity and 8. Competences

1. Leadership Skills: Strong leadership is an important skill that a @coj
manager should possess if he is to be successfthheojob. The project
manager is tasked with the responsibility of ovensg the project from
start to finish. To achieve this responsibility, widl require team from start
to finish. Being a good leader means that the ptapanager should be
able to motivate his team to perform at their lesiughout the project and
ensure all team members have a clear understanfiibat is expected of
them. He should also be able to assess his tearaigyths and weaknesses
and decide how to best utilize them throughout pngect completion
process.

2. Communication skills: Communication is very important from the start to
finish of a project. The project manager will hdaeecommunicate with the
stakeholders and senior management team as wdheasarious work
teams that are involved with the project. Effectimject management
requires clear and competent communication abaiegpectations, goals
and responsibilities of the team who will be conipkg the project. Being
able to efficiently communicate with his team asliwas clients and
management can ensure that everyone is of the samerstanding
regarding project expectations. Good communicaskitls also allow him
to provide constructive feedback to his team tddoeguide them. Both
written and oral communication skills are importéort project managers to
have.

3. Problem-solving skills: In the course of executing a project, a number of
issues may arise which can only be resolved byogegr manager. Poor
management of issues such as conflicts and misstageling can create
problems in achieving the objectives. Successfajegot managers should
be able to solve a variety of problems throughdustages of a project.
Issues that may need to be solved could involven teeembers, clients or



stakeholders related to the project. Being abldéhiok on his feet and
address disputes and problems is key to ensurengrtject is completed in
an efficient and timely manner.

. Delegation skills: A lot of activities and sub-teams are involved mya
project. Even the best of project managers willdnether people to help
him oversee some aspects of the project since meotéde everywhere at
the same time. Being able to assign and oversds iasa fundamental
component of successful project management. A grojgnager should
have the ability to access the skills of his teauah sign tasks based on these
skills. Effective delegation also requires him ttost his team members to
fulfill their duties and allows him to avoid micr@amaging them. Delegation
has the advantage of equipping other people wiplersisory skills.

. Enthusiasm: The mood of a project manager can transmit positive
negative vibes to his team members. Enthusiasmm isn@ortant part of
being a good project manager because it showsetna that the project
manager believes in the project and has confidentés team’s ability to
complete it. Being enthusiastic can also help kedpam

members motivated and in a positive state of mihdeamvorking on their
assigned tasks.

. Team-building skills: As mentioned severally, teams are used to execute
projects. The project manager should possess teddifg skills. Being a
good team builder can help him bring a successfamt together and that
works as a unit to complete a project. Leadingté#sn towards a common
purpose and keeping the enthusiasm and motivatisa throughout the
entire project will make him a better project magragnd leader.

. Integrity: The project manager should have enough integrigotamit to
the finishing of a project. Integrity, sometimesaleferred to as loyalty or
honesty, is an important quality for a project ngerao have. Integrity can
help him set a good example for his team and mh&mtmore likely to
follow that example. It also shows his team thatythre committed to the
project and are willing to see it through to thed et all costs. Integrity
additionally fosters trust from his team and progsotan ethical and
responsible work environment.

. Competence:Being competent in project management can promatie &
sense of trust and authority in the team. Knowiogy o effectively and
competently lead his team is paramount to the diveuacess of project
completion. However, another important part of cetepcy is realizing



when he is not an expert in a certain field andetwee be willing to ask for
help from others when it is needed. Refusal tofaskelp is not only a sign
or immaturity but also of foolhardiness as it camnail the project.

Self-Assessment Exercise 3

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

A projects manager’s ability to assign and oversesis is a fundamental
component of successful project management. Wpatay 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 largatiated by the type of
industry, organsation and types of project overcwiiie has oversight. What is
not controvertible however; is the role of a prbjp@nager spans through the
planning phase to the closing phase of a projeating all of these phases, a
project manager also ensures that the project st the stipulated time,
budget and within scope. But irrespective of thdustry, organisation or type
of project, five distinct phases of processes arally associated with projects.
These phases are commonly referred to as the Ghidge cycle.

Project managers are charged with certain reshpitiies, and in line with the
type of project one is involved in. However, thedfic tasks that consume a
project manager’s time will vary substantially degeg on which phases of
the life cycle their projects are in. What this meas that the responsibilities
will vary as they get into one stage or phase efptoject or another. However,
there are a number of general tasks that any gameagb manager can expect to
perform on a daily basis. The mark of a good ptojanager is in how
efficient and effective he is in carrying out hissponsibilities because the
success or failure of a project will to a largeeextdepend on him.

Miller (2019) cautions that one should not see pheject life cycles listed
above as steps as such because these are protessesoject managers
continually return to throughout the duration ¢e lof a project. However, they



form the basis on which the role of a project ma&nagan be discussed. The
processes are discussed more closely below.

. Initiating : Every project is new and unique and project mamagtart each

new project by defining what the main objectivestw project are. He is also
the one to define the purpose and scope of thegirdgecause every project
has stakeholders, the project manager identifies ikernal and external

stakeholders, discuss shared expectations, andtlgairequired authorization
necessary to move the project forward (Miller, 20TBhese are things that
need to be done to ensure that everyone is orathe page. Miller (2019) has
gone on to identify important questions that proj@anagers ask during the
initiating phase. This 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 guted by, or who impacts,
this project?

What are the requirements and constraints withsgfroject?
. 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, whad the result? What
information from that past project should be coesad in this project?

. Planning: It is the responsibility of the project manager formulate an
integrated plan to meet the projects objectiveke plan will outline the scope
of the project, budget, timeline and risks. Thisngportant as a guide for the
project while it lasts. Other information that shiblbe captured in the plan
includes the communication strategy, a plan forcaken and documentation,
and a proposal for follow-up and maintenance. Tlae pas to be approved by
the stakeholders because it will serve a critieat pf the presentations needed
to convince key decision makers. It is during thimse that project managers
will outline key deliverables and milestones anenidfy the tasks that must be
completed to complete each. It should be notedttieproject planning does



not end until the closing of the project. Throughproject implementation, the
plan constantly evolves and changes as the neselsaiMiller, 2019; Wrike,
2021).

. Executing: A project is executed using teams of diverse eigeertt is during
the execution that the project manager uses teambers to complete the
work that has been identified in the project plarorder to reach the goals of
the project. The project manager’s role is to as#igs work and to ensure that
tasks are completed as scheduled. The project reanaljalso 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 going accgrdo specified plans.

Despite being listed as the fourth phase, monigpand controlling processes
actually commence at the beginning of a project aodtinue throughout

planning, execution, and closing. In the monitorengd controlling 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/sdbegerformance

Bear in mind that although theoretically, the pecbjes supposed to go
according to the laid down plan, the truth is thatoes not always go exactly
as planned because unforeseen circumstances cageertes good practice
therefore, that a project manager must be flexdsleugh to work within a
project’s plan but readily adapt when necessary.

. Closing: The closing stage is the end of the project. Dutimg phase, the
project manager strives to ensure that all aotivithecessary to achieve the
final result are completed. During the close of@ext, project managers will:

. Work with the client to get formal sign-off thatetlproject is complete. This is
because it is only the client that can certify gineject completed because the
client is the one who assigns the project



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

. Review the work of third-party vendors or partn@rsorder to close their
contracts and pay their invoices

. Archive project files for future reference and wgdeen there is a need for it.

After the project has been completed, all the stakkers will meet for a post-
implementation review which is often used to idgney lessons learned.
Understanding what went well, what could be dorféedintly, and what to
stop doing can help inform and improve project nggmaent practices moving
forward.

Furthermore, there are specific demands that aderoa the project manager
on a daily basis. As mentioned earlier, while tkendnds that are made on the
project manager may vary according to the typerojegt or the phase that a
project is in, there are some general demandsatieaéxpected for the project

manager to meet. Miller (2019) outlines and ex@dimese responsibilities as
they relate to communicating (with team members stadkeholders), issue

identification and resolution;

. Communicating with Team Members: Project Management is all about
communication, whether through emails, calls, dailyeck-ins, or team
meetings. Project managers must communicate wemiBmbers of their team
regularly to determine the status of various prsjend potential roadblocks
that will need to be resolved. It is important thare is productive guidance,
efficient communication and proper supervisionta project team because the
success or failure of a project is highly dependenthe work team, thus, the
key to success is always in project collaboratiitmthis end, the establishment
of good communication is of major importance. Besgathe different activities
of a project entails teamwork, there is need taenthat this flows through the
phases of the project. On one hand, informatiordside be articulated in a
clear, unambiguous and complete way, so everytisiesgmprehended fully by
everyone. On the other hand, the ability to be dideen and receive
constructive feedback will ensure that time iswasted.

. Communicating with Key Stakeholders:There are key stakeholders in every
project. It is important that they are regularlydaped on project as it
progresses. This is important to ensure that thgegr still aligns with
changing company initiatives. This communicatiom dake many forms,
including weekly or monthly reports, regularly upeth dashboards, or quick
emails, calls, or meetings. Regardless of the nmmediugetting



comfortable communicating with data is an esserdidll that every project
manager requires.

. Issue Identification and Resolution:Throughout the course of any project,
it's common for scope, budget, resource allocatenmy other miscellaneous
Issues to arise. It is the role of the project ngando ensure that these issues
are resolved effectively in order to keep the progn track. Conflicts may also
arise within teams or between members of differesams. The project
manager must ensure that such conflicts are resawvethat the work is not
hindered.

. Budgeting: Project managers work with money and it is impurthat proper
budgeting is done so that every aspect of the giragecovered. However, the
scale of the budgeting that he does would norntalglependent on the size of
the project. For small-scale projects, cost estomanay be a weekly or even a
monthly task. But for larger projects with manyfeient expenses to keep in
mind, project managers may spend time reviewinggbtgleach day to ensure
the project does not exceed resource allocatiofss Thay also include
reviewing, processing, and approving invoices froaiside vendors if the
project includes such partnerships.

. Time management and Approval: Projects are time bound, and it is
important to keep to the timeline as much as ptessithis is to ensure that the
project remains on track. To carry out this respmlity, many project
managers turn to timesheets or a project managesoéimtare that allows them
to see how their team is spending their time. Iditath to ensuring that the
project is moving along as planned, this helpsqmjanagers shift resources
between projects as necessary.

Self-Assessment Exercise 4

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

A project manager has the final say in every pitajecision

True False

4.0 Summary



The success or failure of a project depends orabiigy of the project manager
to play his roles effectively. Generally, a projethnager is basically charged
with five major roles. Every project manager irresfive of the type of project
plays the five major roles. In addition to the miajales, there are also specific
daily responsibilities of a project manager. Alistis important in the smooth
running and successful execution of the project.

In this unit, you were learned about the projechagger, the types of project
managers, selection of project managers and tles eoild responsibilities of a
project manager and how these roles relate to tbggt. The unit further

affirms to importance of a project manager in th@ath running of a project.
Where the project manager is efficient in carryoug his responsibilities, they
project will be successfully completed within thedget and time to the
satisfaction of the end user. On the other hanldyéaof the project manager to
carry out his responsibilities will derail the peoj. This is costly in terms of
funds and other resources needed in project impietien

5.0 Tutor-Marked Assignment
1. Mention and explain three responsibilities of ajgromanager.

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

1. All of the above

N

False

Delegation skill

W

False
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1.0 Introduction



In the previous module, you were taken through dbecepts of project and
project management. This module will focus on prbrganization structure.
Project organisation structure is an important elemn project management
because it determines the way that an organisaimhthe project manager
performs. Pm4Dev (2016) observes that orgnisatisoctsire defines the
authority and this is usually conveyed with the @fichn organization chart. An
organization chart is a graphical illustration whghows where individuals are
located in the chart and also the project struct@eganisation forms are
usually in a pyramid form and “individuals that daoeated closer to the top of
the pyramid have more authority and responsibititgn members located
toward the bottom.” Relatively speaking also, tlweakion of individual
employees on the organization chart is what spEifthe working
relationships, and the lines connecting the boxessgaate formal supervision
and lines of communication between the individua(®m4Dev, 2016).
Typically, the project initiation phase is charaisted by a level of uncertainty
and confusion; having structure in place helps @duce uncertainty and
confusion.

Indeed, the organisation structure that any orgdinis adopts or selects will
largely influence how projects are carried outtidtiis therefore important that
one understands the organization structure in acgell as the culture within
which the project manager is working. In a nutshigleé project organisation
structure facilitates the coordination and impletagan of project activities.

The major aim is to ensure that the environmentvorik is such that fosters
interactions among the team members thereby reglumnthe minimum,

incidences of disruptions, overlaps and confli@szen that “each project has
its unique characteristics, the design of an owmgmnal structure should
consider the organisational environment, the ptajearacteristics in which it
will operate, and the level of authority the projemanager is given”

(PM4DEV, 2016). PM4Dev further observes that creathe structure is not
the issue because it is only a part of organizhwg fgroject. There are three
major types of project organization: functional amgsation structure, pure
project structure, and matrix structure. In terrherganisation of project teams
and their leadership structures, the differenc@snliwho the project leader is,
who has certain responsibilities and who makesl#ugsions (Odedayo, 2021).

The diagram below is a typical hierarchical orgatian chart that graphically
represents an organisation’s structure. It higldighhe different jobs,
departments, and responsibilities that connectomepany's employees to each
other and to the management team (Chen & Rasu2éd,)20
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Fig. 6. Project Organisation Chart (Adopted from4£év)

2.0 Intended Learning OutcomegILOs)

In this unit, your attention will be on project ifunctional organisation

structure. The definition of functional organisatistructure will be given in

order to clearly differentiate it from other typafsorganization structures. You
will learn about the advantages and disadvantafjédanational organisation

structures as it affects projects. Finally, youl w& enlightened on the role of
the project manager in functional organisationcttre.

3.0 Main Content

3.1 Definition of Functional Organisational Structue

It is relevant to note that all firms start smadlually with a few human and
material resources. At the initial stages of tlogierations, they can manage to
function without a sophisticated structure. Howevers they become
successful, and begin to grow and add more resswand people along the
way, the pressure arises for them to develop aranmsgtional structure



according to their need. This is important becaliiee organisation is left as
it were without a defined structure, the systempiace will no longer be

capable of supporting the business and activitieg take place, and the
inevitable result is that the work will be affecteelgatively. To ensure that this
does not happen, organisations adopt one fornraétsre or another. So then,
what is organisational structure? IPL.org (2021)fids organisational

structure as “how activities such astask allocaticoordination, and

supervision are directed toward the achievemenbrganisational aims.” In

essence, organisational structures are createthsaree that activities or the
work factors are divided, organized and coordinaidus includes also the
performance of members of work teams

There are three major types of organisational siras including the functional
organisation structure. The type of structure #yatorganisation chooses or
adopts will be dependent on a number of factorsdha peculiar to it. Where
there are projects in the organisation, they arstrikely to be carried out
based on the organisation structure that is ingplac

In A functional organisation structure is a struetuhat is used to organize
workers based on their specific skills and knowkdg other words, the focus
here is placing workers according to their spesadion. In such organisations,
functional units and roles are created. The unigsidentified by their names
which clearly show what kind of function they pearfo For example, you have
Finance, Customer Care, Sales, Human Resourceg&etay, Administration,
etc, usually within departments, and the employgesassigned to one product
or service.

Each unit is managed by a functional manager wiporte to the strategic
direction of the organisation. In a large organdsgtthe heads of the individual
functional units may have other operational mamagerking under them and
that report directly to them. The larger the orgahon the more functional
units you have. Each of the unit functions indemsty and has its own
vertical management structure.

Workers within each functional department commuieicavith each other
exclusively, and then department heads communiwgditeeach other. In other
words, each functional department is independedtthe functional manager
only reports to the overall head. This structurerkmowell in a stable
environment that has continuous operations. Thé @oa functional structure
is to put together every informational and humasovece necessary for one
activity in a single place. That is if you talkirapout finance, for instance,
every employee there is concerned with financethen interaction with other



functional unit or department is to the extent ih&t related to finance matters.
The functional organisation structure helps orgaioss run their business and
earn a profit.

An example of a functional organisation is the emsity system. In any
university, there are different departments (natessarily academic). Within
the departments are sections, and under some rseetie smaller units. Let us
take the example of the university library. Thedity is divided into sections
and under the sections are units. Each sectionndr isi charged with a

particular aspect of the job. The unit head repmrtthe sectional head who in
turn reports to a divisional head, and finally, theisional head reports to the
University Librarian who reports to the Vice-Chalhme One distinguishing

thing about a functional organisation structurehigt the line of authority is

strictly maintained. In fact, deviance is strictigcouraged.

In functional organisation structure, project teanembers are allocated
according to the different functional units of amganisation. For instance, if
there is a project in cataloguing unit, the projam will consist mostly of
staff that are in the Technical Services Divisionl @ther sections or units are
incorporated into the project only to the exter#ttthere is a role for them to
play. In essence, if there is another section arthat will be involved in the
project, staff are drawn from there too. The oveshective is to achieve the
goals of the organisation. To that extent alsosethe not likely to be a project
unit.

Therefore, functional organisation structures mumt managed using a
hierarchical structure.

In an organisation of this type, the execution g@raject means the birth of a
temporary team. The project team will be compodech@mbers coming from

different functional units to the extent that theg relevant to the work. Where
the members of the different functional units arated into the project, each
will deal with the part of the project that concerthem most closely and for
which they are directly responsible.

Note that it is not mandatory that all units of @ganisation are present in a
project. The employees will in fact be assignedyooh the basis of the

requirements of the given project. For some prejefcr example, no member
from a particular department may be needed whileerspecialists of another
department may be required.
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Fig. 7: Functional Project Structure (Adapted frGnistobal and Diaz, 2018)

The diagram above describes succinctly the hiel@timature of functional
organization structure. As can be seen, there arstaff under the project
manager. So, if there is a project to be carriet lnei will depend on the staff
under the Deputy University Librarians who in tltiase are the functional
managers. The one the project manager works withdepend on the project
at hand. The functional heads also do not repeettly to the project manager.
In the same vein, each functional manager has #tatf reports to him/her
directly. Therefore, the functional manager thatphnoject manager works with
goes along with his staff who are directly answkrab him and not the project
manager. This hierarchy is strictly maintained amaly the University
Librarian has overall control of all because bdtia project manager and the
functional managers report directly to him/her.

Self-Assessment Exercise 1

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

A functional organisation structure is hierarchicalue False

3.1.1 Advantages of Functional Organisation Structxe



Competence: As mentioned above, a functional organisation rsicstired
based on the special skills and knowledge of thekers. As a result,
employees who possess similar skills and expersiace grouped together.
This makes for more efficient and higher qualitggurction.

Clarity and Accountable Structure: There is clarity of roles and
accountability in functional organization structuas it relates to roles and
tasks. As a result, there is little or no changth@operations of functions with
the result that so little time is spent on learnsingce each member of the team
in the project does the same thing that he/shedwoaimally do in their unit.

Clear Communication Lines In functional organisations also, the hierarchy i
simple, and employees know the one manager thetpaeswer to, instead of
multiple people. This streamlines communication amduces confusion
among employees. Employees can feel confident atat they're doing
because it is standardized. They are more likelyfeel a loyalty to their
department and the organisation as a whole. Tltie#&ses morale and work
ethic, as there is more job security. There is earclpath of growth for
employees which provides motivation, and they areremlikely to be
corporative with people in their department. A fumcal organisational
structure provides a perfect environment for leagnifor new employees
(especially fresh graduates) to be taught the weald application of
theoretical information (Upcounsel, 2021). In anbdif generally speaking, a
functional organisation structure is more suitdiole projects that require the
greater technical experience. There is greatemteghexperience because the
team has worked on the jobs over the years andsbéen able to improve on
their skills.

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

No Change:Project is not completed outside the basic funefiatructure of
the organisation. So, it is familiar ground andsa€h, there is no radical
change in the operations and structure of the asgaon.

Flexibility: The use of team members is maximally flexible. €hes
maximum flexibility regarding the use of team memsbeSpecialists from
different functional units can be temporarily asgd to the project, after which
they return to their normal work. With many speisial available within each
functional department, people can be exchanged dagtwdifferent projects
with relative ease unlike if they were to be sodrfrem elsewhere.



¢ In-depth expertise: If the primary responsibility of the project is apsed to
the correct functional unit, it is possible to makee of in-depth expertise on
the most crucial aspects of the project.

e Easy post-project transition: Normal career paths are maintained within a
functional department. While specialists can malsggaificant contribution to
projects, their functional unit is their professabmome, therefore the focus of
their professional growth and advancement. The eptopecomes like a
temporary home for the staff member and, once d¢bimpleted, the employee
returns to his “real” permanent home which is tinectional department.

Self-Assessment Exercise 2

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

One advantage of a functional structure is thad thased on the skills and
knowledge of workers: True False

3.1.2 Disadvantages of Functional Organisation

Although functional organisation structure hasatb/antages, there are also
some disadvantages that are associated with it.rdjaqgs (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 likelihood boredom exists as
employees may find it boring to repeat the samé& tager and over, and
become less enthusiastic over time. If promotiores reot handled well, an
employee may be discouraged if a lower-performiegrpis promoted over
them. Problems may arise among management if depattheads are only
focused on their department and do not communie#extively with other
departments. This can cause poor communication "amos" that are too
independent of one another. If employees and manageare only loyal to
their teams, there will be a lack of teamwork aadrdination.

*,

» Rigidity: It is a rigid structure where changes, innovatiars] flexibility can

be difficult to implement. An employee in any deapagnt may lack knowledge
of information about all other departments. Managend to make decisions
without consulting the department first, which chsad to problems. A
department can become too autocratic and put igdsgabove those of the
organisation as a whole. With so many specialsislved in a process, it is

D)



difficult to pin the blame for a specific produat gervice malfunction on any
individual.

Lack of Attention: Each functional unit has its own basic work to Because
of this project responsibilities are set aside &etthese primary obligations.
This becomes even more difficult when the projexs Hifferent priorities for
different units. For example, the marketing deparitrcan consider one project
urgent while other departments consider it onlysetondary importance — if
not a real waste of time. This can lead to delagscuality problems.

Poor integration: There may be poor integration between functionatsun
Functional specialists tend to care only about tben project segment and not
what is best for the project in general.

Slow Response Time:The hierarchical nature of function organisational
structure results in bureaucracy and red-tape endperations. As a result,
more time is often needed to complete projects iwitl functional
organisational structure. Bureaucracy and red-tajpses slowness in response
times. Information on the project and decisions iigsdisseminated through
the normal management channels that do not -considerzontal
communication between departments. For examplea gtaff member of
functional unit A needs to solve a problem invotyia team member of
functional unit C, the problem must first be assdrog the manager of A, who
must then coordinate with the manager of C that tteen reach team C
member in order to get the relevant information #Hreh retransmit it along the
same path back to the staff member of A. This,sasaisily deducible, is a
complicated process and can cause delays and. stress

% Lack of Ownership: The motivation of the people assigned to the ptojec
may be weak. The project can be seen as additiodgk not directly
related to one’s professional development. Moreov&nce project
members only work on one part of the project, ttdeyot identify with the
project as a whole. Lack of ownership thus discgesaeam members who
may not engage enough in project-related activiié® result, even in this
case, will be a problem of quality of the results.

% Poor Integration: There may be poor integration between function@kun
Functional specialists tend to care only about tben project segment and
not what is best for the project in general.

Self-Assessment Exercise 3
|Attempt these questions to measure what you hamtleso far. Thi$




should not take you more than 5 minutes.

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

3.1.3 The Role of Project Manager Within a Functioal
Organisation Structure

More than in any other form of organisation struetuhe project manager in a
functional organization structure has less authaniter the project team. In
fact, he is more of a project coordinator than @ mroject manager. This is
precisely because functional managers maintain t@Empauthority over

project team members and project budgets in thecésghat concern their
department or unit.

Here are the important facts regarding the roléhefproject manager within a
functional organisational structure as outlinedlimyproject (2021).

The functional organisation is a traditional orgaional structure in which the
authorities — and therefore the real managers —datided according to the
functions performed by a particular group of pepglech as Finance, HR,
Marketing and Purchases, etc.

Power and authority are in the hands of the funaliananager, not in those of
the project manager.

The functional manager has the authority to relélaseesources based on their
knowledge and their competence — the project manegéherefore always
dependent and pending on the decision of the diftiunctional managers.

The resource goes back to the functional manager edmpleting the project
—and in any case it is never “completely” sepakrate

The resources that work in this type of organisatawe always under the
authority of the functional manager, in any sitoati

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

Project manager skills are much less used in ypis of organisation.

The resource assigned to the role of “project mariag usually a member of
the team within a functional area and does not laareal project manager title
or training.



The functional manager will control the budget déinel “project manager” will
act more as a coordinator of the project activitegber than having real project
management responsibilities.

The resources for the project must be negotiatéll the functional managers
and the accessibility of these resources will besetlaon the business
conditions.

Any type of problem escalation must be reportethéfunctional manager.

Since the “project manager” has low or no authotig project can last longer
compared to other organisational structures. Gépgethere is no recognized
project management methodology or best practiced. us

The project manager practically assists the funationanager.

The project manager spends a lot of time doing ahtnative tasks and often
works as a PM only part-time.

Finally, in a functional organisation, project mgaes have little or no role
when it comes to allocation of resources and sy thest completely rely on
and hope for the cooperation of functional managersrder to obtain the
resources they need to complete projects.

Functional managers have complete control overcttrapany’s specialized
departments and are responsible for the produgtawiid results of the unit.
Given this scenario, it is safe to conclude thatgemeral, the functional
organisation structure can work well in a compahgt tmainly carries out
repetitive work.

Self-Assessment Exercise 4

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

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

4.0 Summary

In this unit, the focus was on the functional ongahon structure. The
definition of the concept, as well as the advardagesadvantages and role of
the project manager in this type of organizatioaswxamined. The unit posits
that as organsations grow in the human and matesalurces, the need arises
for them to create a structure to enable them iy @aut their job. A functional



organisational structure is one of the structurbat tare adopted by
organisations in their attempts to achieve theialgoand objectives. A
functional organisational structure emphasises phacing of the human
resources according to their skill, experience, lamalvledge.

A functional organisationa structure has its mdbits it is too heavily reliant
on work teams with their basic functional units.piroject execution, the area
specialisation of workers constitute the basisth@ir inclusion on any project
and is only involved when their expertise is needddwever, they remain
loyal to their functional unit as well as their fitional manager. The role of the
project manager is not well defined as in generalahts like a coordinator
given that the functional manager controls bothrtheen and other resources.
This structure is best in an organisation wherevtbek is mostly repetitive in
nature

5.0 Tutor-Marked Assignment
. Explain what you understand by a functional orgatisal structure
. List and explain three advantages of a functiong&nisational structure

. In a functional organisational structure, the ptojmanager’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 haratlso far. This shoul
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 filngctional organisation
structure is the pure organisation structure. tsjexecuted in this type of
organisation structure are referred to as puresptojrhis is because the focus
of the work is the project rather than the funatilbarms. Also, the roles and
responsibility of the project manager is clearlyirted as he is in direct control
of all the resources that are concerned with tlegept and only reports to the
management. Organisations that adopt this struchmee structured around
projects

2.0 Intended Learning Outcomes (ILOSs)

In this unit, you will learn the definitions of prproject. You will also know
the advantages and disadvantages of this orgamssittiucture as well as the
role of the project manager in a pure organisattauncture.

3.0 Main Content

3.1 Definition of Pure Project Organisation Structire



A pure project organisation may be deemed the ofgpad functional
organisation. This is because while in the fumalwrganisation structure, the
focus is the functional arms, units or departmetits, focus of pure project
organisation is the project itself. The idea behangure project organisation is
to ensure that the loyalty is to the project, rath@n to a functional manager.
The advantage here is that the project managetoltescontrol of the project
and does not have to depend on the functional nesirfagresources to execute
the project. This therefore gives him a measuraadpendence. According to
Nagarajan (2012), “the project organization offies flexibility in determining
cost, schedule and performance trade-offs sinddallequired recourses are at
the disposal of the project manager.”

In essence, the project is autonomous of the parehbme organisation, and
there is minimal interference. A characteristic this approach is that the
project is separated from the home organisatioalsth entails that the project
has the independence that guarantees its own bpecianical staff and
administration. Its loyalty to the parent or honmgamisation is therefore not so
strong as the connection to the home organisatiosists of links that a weak
and all that required of the project manager iorepon the advancement of
the project. However, in terms of work performanteere may also be
different practices where the home organisatioruletgs issues related to
administrative, financial, staff and control prouesk in detail. So, there may
be some variations in how this is carried out fedent organisations.
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Fig. 7 Pure Project Organisation Structure (SouBcdiera, 2008)

The diagram of a pure project organisation stréctciearly shows that the
project manager is independent. In this organisasimucture, more than one
project can go on if the duration is long. The pobjmanager has control over
the team members and reports directly to programager where the project is
part of a larger program. Where there is no prograanager, he reports
directly to the general manager. This is clearlfedent from what happens
under functional organisation structure.

Self-Assessment Exercise 1

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

The focus of work in a pure project organisatiothis functional arms of the
organisation

True False

3.1.1 Advantages of Pure Project Organisation Struare

A few advantages are derivable in pure project msgdion 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 line of authority. Ths unlike the functional
organisation where team members are derived framfuhctional units and
report to the functional manager. As a result, greject manager in a
functional structure depends on the functional gan&or resources needed to
execute the project.

The communication is strong because there is oslygle reporting system as
the project manager bypasses the functional mareggnreports to only the
top management structure. This shortened the comeation because the
project manager does not have to deal with thetiomal manager.

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



3. Fast Decision Making: Arising from the above, decision making is faster a
the project manager does not have to get the vaedsadvice of the functional
manager as the case is with functional organisasivacture because the
project manager does not have to depend on thé afiguother manager
Self-Assessment Exercise 6

3.1.2 Disadvantages of Pure Project Organisation icture

« Excessive Exercise of Power (Project manager)¥his is clear enough.
Because the project manager is independent andntrot of the project
including resources, there could be the tendenbgtarrogant.

o Stressful Work Environment: Pure project organisation thrives on
deadlines or milestones. As a result, it can bé&ressul environment as
there is an expectation to meet deadlines or roibest. This can put both
project manager and project team under pressure.

« Insecurity of Jobs: Since the focus is on the project, there usuallyoisa
permanent job position for team members who arallysassembled for
the purpose of the project. They are not necegseniployees of the
organisation. Consequentially, when the projecte&®to an end there is the
fear of loss of jobs as some may be redundant eg #wait another
opportunity. In essence, disengagement is a pathefissue with pure
project organization structure.

« Costly: In most cases, the project team are not membetkeofproject
organisation but are rather hired for the sakénefproject. Some equipment
may also have been hired. Therefore, if the pragciot delivered within
the time frame, it affects the budget.

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

Job security is guaranteed in a pure project osgdion:

True False

3.1.3 The Role of The Project Manager in Pure Organisatio
Structure

Pure project organisation is most appropriate whanorganisation has a
smaller number of projects but with longer duratidfor each project, a



manager is appointed and he is responsible to @bndll the activities
associated with the project. The project managénm isirn responsible to the
program manager ie the project is part of a prognatin a program manager.
The project manager has full authority for the exen of the project and he
reports to the program manager in the parent osgéian. As a result, the lines
of communication are shortened as the project nendigectly communicates
with the parent project organisation members.

In a pure project organisation, the project mandges all the power and
authority and everybody working directly in the jeicd team reports to the
project manager. In essence, in a pure projecih@gaon, it is either that there
Is no functional manager in existence, or if hesesxihe will have a very
limited role. The implication is that in a pure mat type of organisation
project managers have a high level of authorityrianage and control the
project resources. The project manager in thicgira has total authority over
the project and can acquire resources needed tomgtish project objectives
from within or outside the parent organisation, jeab only to the scope,
guality, and budget constraints identified in theject. In the project-based
structure, personnel are specifically assignedchéoproject and report directly
to the project manager. The project manager ioresple for the performance
appraisal and career progression of all projecnteaembers while on the
project. This leads to increased project loyaltpniplete line authority over
project efforts affords the project manager stromgject controls and
centralized lines of communication. This leadséapid reaction/response time
and improved responsiveness. Moreover, projectopeed are retained on an
exclusive rather than shared or part-time basischivhgs not the case in
functional projects where project members are mostlembers of the
organisation. As a result, project teams developtrang sense of project
identification and ownership, with deep loyaltyatt to the project and a good
understanding of the nature of project’s activitiéssion, or goals (GEC 524,
n.d.).

4.0 Summary

Pure project organisation structure is the oppaditbe functional organisation
because the focus is on the project rather tharfuihetional unit. It is most
appropriate when an organisation has a smaller esundb projects but
whatever project there is has a longer duratiowaBse the project is the focus,
it entails that the project manager has controltdrms of resources and
decision-making. This is different from what ob&inn the functional
organisation structure where the focus is the fonat department under a



functional manager who the project manager is dégrenon for the resources
that he requires to execute a project. The purgeqiretructure, therefore,

grants the It aims to correct some of the problefriee functional organisation

structure especially as it concerns the indeperelehthe project manager. At
the end of the day, the choice of type of projegaaisation structure depends
on the type of project and the environmental resuents

In this unit, you have been exposed to the definibf pure project structure,
advantages and disadvantages as well as the rdhes gdroject manager in a
pure project organisation. project manager indepeoe to execute a project

Self-Assessment Exercise 3

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

The project manager is autonomous in a pure projgetnization:

True False

5.0 Tutor Marked Assignment
1. Explain the pure project organisation structure

2. Compare and contrast the role of the project maniage pure organisation
structure vis-a-vis the functional organisationjeco structure

3. Outline and briefly explain three advantages aneethdisadvantages of
pure project organisation structure.
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1.0 INTRODUCTION

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

2.0 INTENDED LEARNING OUTCOMES (ILOS)

In this unit, you will learn the definitions of anthderstand the matrix organization
structure. You will also know the advantages arsghdivantages of this organization
structure as well as the role of the project manage

3.0 Main Content

3.1 Definition of Matrix Organisation

A matrix organisation structure is one in which tieporting relationships are
set in a grid form. What this entails is that treitional hierarchy which is top
down is totally done away with in the chain of coamd. Instead of having a
worker(s) report directly to one supervisor or ngarahe reports to two. This
IS because in matrix organisations, there is botturectional as well as a
product manager that see to the daily productiAty.a result, workers report
to the two unlike what you have in functional origation structure. According



to Business Talk (2012), the matrix project attesnft blend properties of
functional and pure project structure. WikipedidDZ1) notes that under a
matrix organisation structure, team of employees fequently used to
accomplish work. The objective is to take advantaigihe strengths, as well as
make up for the weaknesses, of functional and dedered (pure project)
forms. In their illustration of how this works, Widedia (2021) explains that
“an example would be a company that produces twduymts, "product A" and
“product B". Using the matrix structure, this compawould organize
functions within the company as follows: "product' Aales department,
“product A" customer service department, "produtiécounting, "product B"
sales department, "product B" customer service rti@gat, "product B"
accounting department. In essence, the matrixtstreics an attempt to balance
between the two extremes that functional and puogept structures present.
Referring to the o matrix as rows and functionalcakimns, Business Talk
(2018) further says that if the choice of structisra matrix, different projects
(rows of matrix) borrow resources from functionatas (columns). Given the
nature of this structure, the decision regarding type of matrix to use in
executing a project (weak, balanced, or strong¥ negh senior management.

o Weak/functional matrix: A project manager with odignited authority is
assigned to oversee the cross- functional aspeicttheoproject. The
functional managers maintain control over theiptgses and project areas.

« Balanced/functional matrix: A project manager isigied to oversee the
project. Power is shared equally between the projpanager and
the functional managers. It brings the best aspeétdunctional and
projectized organisations. However, this is the thdifficult system to
maintain as the sharing of power is a delicate @sijon.

« Strong/project matrix: A project manager is prirhanesponsible for the
project. Functional managers provide technical digee and assign
resources as needed (Wikipedia, 2021).
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The diagram above depicts a matrix organizationcsire. There are three
project managers (A, B & C) who are in charge oé¢hdifferent projects. The
project managers report to the General manager tanthat extent are
independent and have authority over the projedtsrd are also four functional
managers who report to the General Manager.

The responsibility of the functional managers isintemance of functional

excellence in all the projects. In order words ythee there as to support the
project manager. While the project managers defrhat is to be done, the

responsibility of the functional managers is toidedow to do it (Nagarajan,

2012). The key element here is they coordinaté w@ch other to ensure that
all the resources needed to bring the projectdocaessful end are available in
the best interest of the organization; the fun@i@nd project managers jointly
provide input to the planning process and whileftimectional managers are in
charge of the vertical line of control, the projewnagers are in control of the
horizontal line, but although they must work togeththey also are freely



allowed to operate as a separate entity excepthanatea of administration.

Therefore, the employees are both under the fumaitimanager as well as the
project manager. The overriding interest is to weykergistically to achieve

success in the overall interest of the organisation

Self-Assessment Exercise 1

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

A matrix organisation is an improvement of the fumgal organizatior
structure: True False

3.1.1 Advantages of Matrix Organisation

As a structure which is designed to be an improvenod the extremes
between functional and pure project structures,ntladrix structure has some
advantages. Some of these advantages are outhnddrbin (2018) as follows

Resources Sharing:Matrix structure allows for resource sharing esaiéci
when there is need to share skills across deparsmen complete tasks.
Because of this, a wide range of talents and stinencan be garnered in tasks
completion.

Flexibility: Matrix structure makes room for flexibility becauseembers of
work teams are able to work on a lot of differergas of a project rather than
their functional units or departments.

ResponsivenessMatrix structure allows teams and individuals tepend
quickly to new situations. For instance, in thersewf working on one project,
if a new project comes up that has to take priprtyis easy enough for
members to quickly adjust and focus on somethirgatea of priority. This
cannot be done easily in a project structure, witetakes longer to disband
and regroup.

Common Structure: The matrix structure requires that everyone uses th
same project management lifecycle and methodoldgy.a result, moving
between projects is easy. People can join a prigach with relative ease when
the terminology and processes are common.

3.1.2 Disadvantages of Matrix Organisation



Although the matrix structure has its advantagesr ke functional and pure
project structures, it is not without its fair shaf disadvantages. This includes

Overload: The matrix has a common structure and this isaddantage in the
sense that it also presents with work overloaddam members who are also
be part of a functional unit and to that extentlzaee their regular jobs to carry
out. The work overload is compounded by the faat the systems that should
manage and monitor the overload is not in placea Assult, team membesse
prone to burnout. They may also neglect their tasksot complete it. This can
in turn affect both the quality of the work or tb@mpletion schedule.

Conflict: There is more than one project at a time, ptdeams or individuals
will likely fight over the same resources as anotiv®ject. There can be some
conflict between business-as-usual tasks and pgrojeck for individuals,
especially when both managers are giving them mdiffepriorities. Moreover,
the structure gives the project manager an edge teefunctional manager.
This could lead to conflicts and power strugglenasn the project department
and functional department as each tries to askeit authority. Therefore,
there is likelihood of frequent conflicts and cactfkesolution processes.

Duplication of Efforts: There are chances of duplication of effort as the
project manager and functional manager operatepertiently of each other.
None reports to the other. Moreover, there couldhlmase where the people
who possess the right skills are not made availtdgroject work by their
line manager.

Cost Ineffective: Implementing matrix form of organization is not tos
effective as more people than required are employed

Role Ambiguity: Since there is more than one manager, there are@ mor
chances of role ambiguity among managers and emesoyThis can result in
more discussions than actions (Nagarajan, 2012).

3.1.3 The Role of a Project Manager in a Matrix Organisaion

By its nature, the matrix management can put soiffeudty on project
managers because they must work closely with atieragers and workers in
order to complete the project with different rolegals, objectives and
priorities. This can present a problem where traee pragmatic programme
managers who may have different goals, objectiaesl priorities than the
project managers. This aspect has to be addresswder to get the job done.
In addressing this situation, it is necessary wmpadn approach that consists of
a variation of the matrix organisation. This appgtoawill include a



coordinating role that either supervises or progideipport to the project
managers. In some organisations this is known asPttoject Management
Office (PMO), dedicated to provide expertise, begshctices, training,
methodologies and guidance to project managers (&#C n.d.).

Self-Assessment Exercise 2

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

In which of these organisational structures is magilon of effort most 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 oggtion chooses is influenced
by a number of factors including environment. Matulture is an attempt to
correct the faults in the functional and pure prbjerganisation. As a project
structure, it combines the features of functiomglanization structure and pure
project organisation structure. It is a structur@iolt makes use of the
functional manager and the project manager. Howdwath are independent
and report to the overall manager. While there smme advantages of this
structure, there are also some inherent disadvesitag

This unit has exposed you to the matrix organigsafistructure which is one of
the three major types of organisation structureu ¥ave looked at the concept
of matrix organisation as well as the advantages @disadvantages of the
organisational structure. The role of the projecanager in a matrix
organisational structure was also considered.

3.0 Tutor Marked Assignment
1. Briefly describe a matrix organisation structure

2. Explain in what way the matrix organisation struetalefers from pure
project structure



3. Name and explain three advantages and thisseddintages of matrix
organisation structure
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1.0 Introduction

In the preceding module, you were taken througheptoorganisations to
enlighten you on the various types of organisatgiructures in project
management. In this module, we will be looking asaurces in project
management.

Resources are very important in project managent@enerally speaking, a
resource is a stock or supply of money, materstsif, and other agts that
can be drawn on by a person or organisation inradunction effectively
(Lexico, 2022). From that definition, we can say that resourcesean
various forms: people, tools and equipment, mdter@d so on. Without
availability of resources, it will be difficult tstart and complete any project.
To that extent, if there is inadequacy of resoyrdewill have and adverse
effect on the project execution.

Also, where there are resources, they must beadidcand utilised judiciously
to ensure that they complete the project within skepe and schedule. In
project management, the project material has tlsporesibility to manage
project resource to ensure that project does notrmio murky waters due to
poor management and use.

2.0 Intended Learning Objectives

In this unit, you will be taken through the meanafgroject resource and
types of project resource

3.0 Main Content
3.1 Definition of Project Resource

The concept of resources is defined across marmyptiisary areas somewhat
differently. In economics for example, a resourseaiservice or other asset
used to produce goods and services that meet hoewds (McConnell, Brue,



and Flynn, cited in Wikipedia, 2022 When resource is mentioned in
Geography, they are perceived natural endowmeantsatte of great value to
the survival of man. In library science, we mostigw resources as those
things that are used to meet the information neédsentele.

Project management involves project tasks and iaeivthat on completing,
results in achieving the expected deliverabless Tannot be achieved without
the resources that are needed to execute progks tand activities. Resource
allocation also known resource scheduling, recagisand assigns
resources for a specific period to various projactivities in order to
successfully deliver within the project life cycle.

One of the responsibilities of a project managéeo iind the resources that are
suited to the project he is executing and to alexate them properly. Where
the resources do not match the project, thereusdbto be project failure. This
is referred to as poor resource project planning alocation. When the

resources are not planned and allocated propeeetbould be shortage of
resources that could lead to project delays or ebamdonment.

Self-Assessment Exercise 1

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

Project resource allocation is merely concernech veilocating funds tc
project tasks: True False

=4

3.1.1 Types of Resources in Project Management

There are different types of resources in projeahagement. Some attempts
have been Resources that are used in project maeageinto people,
equipment, materials, facilities and costs. Theaeehbeen categorised into
three main areas: work, materials and costs (Madtd&oject, 2010).

Work Resources: The work resources are the people that are partpobject,
also called the project team. This category of ueses is highly important
because the project largely depends on people @ iangs happen. While
material resources are important, they cannot gonark by themselves. This
drives home the point that the quality of humamaysiin a project team will
determine the success or failure of the projecis fakes it imperative for the
project manager to intentionally recruit the bestgible team.



The work of the project manager does not end wébruiting the work
resources. It is also his responsibility to mantmgganm to get the most benefit
from them.

Part of what the project manager should look outa® he gathers his work
team is the skills that are possessed by each mpeiobody can perform
beyond their skills level.

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

Material Resources Material resources are tools and assets thateangred
to get the work going. The work resources or pitojeam needs tools and
assets to execute the tasks that are assigneeno th

Material resources include tangible goods suchuppl®es and equipment. It is
also important that they are in good functioningaitons to enable the project
team work effectively and efficiently with them. &towvorking tools can cause
dissatisfaction and delays in executing their tasks

In cases where the company does not have some ofeébded equipment, the
project manager should hire them or outsourceaslestto external teams.

Costs ResourcesRegardless of the size or type of project, mondi be
needed to execute it efficiently. The project mamaglso needs money to
procure vital tools and equipment and also paystiaries of team members.
Inadequacy of funds will definitely make projectextion difficult.

However, it is not just enough that money is predidit is imperative that the
project manager how to budget and allocate moneygpty. Without this skill,
no amount of money will be sufficient. Financiataantability is also required
from the project manager as the project sponsorg @ assured of efficient
deployment of their money.

Self-Assessment Exercise 2

Attempt these questions to measure what you haratlso 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

3.1.2 Project Resources Allocation

Resource allocation is an important part of projp@nagement. Resource
allocation is the process of assigning and schegulvailable resources in the
most effective and economical way possible...it i® tmanagement and
delegation of resources throughout a project tarenthat it runs as smoothly
and successfully as possible (Wrike, n.d.).

The need for assigning and scheduling availableuregs in the most and
effective and economical way possible stems froenfttt that resources are
not inexhaustible. Projects need resources frominki@tion phase to the
closing phase. The onus is on the project managknaw the right time and
allocation of the resources within the project stthe. The resources are
expected to be planned and scheduled proper.

Self-Assessment Exercise 3

Attempt these questions to measure what you haratlso far. This 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 resourcesalf@orking processes in
project management. The implication is that themilability and sufficiency
enable the project manager to keep to project desdand, therefore, meet the
project's objectives.

We should remember that projects consist of tasksartivities. These tasks
and activities must be completed before the expedtdiverables can come.
Delay in completing any of the tasks will most likaesult in a delay in



meeting deadlines. Most project delays are causeeither insufficient or
inappropriate allocation of resources.

The importance of resource allocation thereforg ilethe fact that with proper
resource allocation, there is less delays and rfaw@urable outcomes. It also
means getting the best result and paying lowerscdstis cuts across all types
of resources: work, material and cost.

Reduction of Incidences of Conflicts:Although conflicts cannot be ruled out
completely from project management, negative cohid not the desire of any
project manager. Unmanaged or improperly managedlicts can affect the
project schedule and to that extent is costly. @hdhe ways to prevent
conflicts on the project site is to ensure thatkeos are paid salaries are paid
promptly and that their welfare is taken seriousBroper planning and
allocation ensure that there are no delays inisaland so no delay in project
completion.

Prompt Procurement/Replacement of Tools and Equipm#&: Proper
allocation of resource makes it possible for thejgmt material to procure
and/replace broken-down tools and equipment prgmptlariably, there will
be no delays in the work process. This in turnifigantly reduces team burn
outs and improve retention.

Ease of Accountability: Although the project manager is responsible for the
resources, he is expected to allocate the resoprogerly. Proper allocation
means that all financial expenditure and use otmtlesources are properly
documented and accounted for. Lack of accountab@sults in mistrust of the
project manager and could make the stakeholdeesféoth in him. Practice of
proper resource allocation enables the project gemdo keep correct
accounting.

Lower Overhead Costs:Proper resource allocation encourages efficient
resource allocation which in the long run discoesagvastage and saves
resources for the organisation. For instance, #sga long way in making it
possible to choose the best available assets anthes for multiple projects,
and manage them throughout the work and by so dawmd under utilisation

or overutilisation of employees.

Increased Productivity: Resource allocation aims at ensuring that thereis
hitch to the project by allocating resources edintly across tasks therefore,
when done properly eliminates or reduces wastagdsdalays which in turn

leads to greater productivity.

Enhanced Profits: Proper resources allocation lowers overhead casts
encourages better productivity among project tearmgh in turn increases
their productivity. Thus, when there is reductioh @verhead costs and



increased productivity, the organisation benefytsaving resources that could
be deployed into other projects.

Improve Quality in Projects and Products With proper resource allocation,
it is possible to engage project teams and equipthabhare of high quality. In
terms of the human resources, expertise ensurdsqtiadity products are
delivered. High quality equipment also makes itsgible to work with
equipment that produces high quality products amdises. This is guaranteed
to satisfy the stakeholders.

Self-Assessment Exercise 4

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

Project deliverable is not hindered by resourcecalion: True False

4.0 Summary

In this unit, we looked at resource allocation inject management. Resource
in project management covers all the things thatn@eded to execute a project
including work, material and costs. Because prejeminsist of tasks and
activities, and given that resources are not it€jnit is important that the
available resources are allocated in such a waynihaask or activity suffers.
Failure to allocate resources properly resultsrimjget delay and in the long
run could make the project exceed its life cyclaere are many advantages
associated with proper 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$gurce allocation tips for
projects. Available at https://www.projectmanageriglog/resource-allocation

Lexico (2022). Resource. https://www.lexico.comdeiihition/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-management-guidetfdii-is-resource-
allocation-in-project-management/



7.0 Possible Answers to Self-Assessment Exercises

SAE 1 False
SAE 2 Work Resources
SAE 3 True
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1.0 Introduction

In the previous unit, we looked at resource alliocatn project management.
We were able to understand its importance. Inuhig we shall be looking at
resource management.

Without doubt, availability of project resourcesai®oost to project delivery. It
also ensures that the best resources are procarethd project. It reduces
delays and encourages project delivery within thgeeted timeframe among
other benefits.

However, it is not enough to have resources. Thhorld bs proper resource
management as improper resource management is kouatfect resource
utilisation. Where resources are not utilised priypehe project can suffer



adverse effects such as poor-quality delivery, jatgect delivery and in fact,
incomplete project in the worse of circumstances.

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

4.0 Intended Learning Objectives (ILOs)

In this unit, you will learn about project resosa@anagement, its objectives,
the tools and techniques for project resource mamagt and the constraints to
project resource management. Knowledge of thisciggeroject management
will equip you for proper resource management

3.0 Main Content

3.1 Definition of Resource Management

Project budget management is the proceksacking and monitoring the
finances throughout the project. Resource managerats highly among the
many skills needed by a project manager. Regulanitoring of the project
budget throughout the life cycle of a project g@esong way to eliminate
leakages, wastages and mismanagement and ensairgsdject budget is not
adversely affected. With resource management, tlogeq@ manager can
quickly identify when costs begin to exceed estematThis enables him to
make adjustments that ensures that project resounee not depleted during
the project life cycle.

Project resource management includes the procéssekentify, acquire, and
manage the resources needed for the successfuletammf the project (Course
Hero, n.d.). This definition includes the gamut mfocesses that include
identification, acquisition, and management of veses. In other words,
management is not limited to the ensuring thatrédseurces are utilized in the
best way possible.

In resource management, the project manager shemdidavor to use the
original project budget prepared during the plagnphase as baseline with
which to judge variance i.e. the different betwé#snestimated and the actual.

Since it is possible for changes to occur in thddaw, the project manager
must ensure that he receives approval for suchgesaand then go ahead to re-
baseline the project baseline. Re-baseline herkamimat the original baseline
has been changed as a result of the later changéds m the original project
budget.



Be that as it may, the project manager should afreiguent and unexpected
budget change that results in significantly runnawgr the budget. Although
there is provision for contingency in the projeatfet to handle variance, too
much of it is detrimental and care must be takesvtmd it where necessary.

Self-Assessment Exercise 1

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

The difference between the project planned prajesburce and the actual
cost is termed variance

True False

3.1.2 Resource Management Process

As we already know project resource management isngoing process that
continues throughout the project life cycle staytirom the planning phase and
ending at the project closure phase to completgtbgect management cycle.
There are three distinct stages in the project gamant process and it is
important that the project manager has a clearrstat@ling of how to properly
manage the project resources through all the stages

During this phase, it is important that the proje@nager understand how to
do resource planning, resource scheduling and res@liocation.

Resource Planningis the stage where all the project is broken dowm tasks
and estimated resources that would be used to ebtenpach task. This is done
as soon as the project scope is determined. Chahgésnay occur in the
future are also factored into the project plan.

Resource SchedulingThis is concerned with efficient allocation osoeirces
to all the project tasks to ensure that the taskzraect have all the resources
that will be needed to complete it.

Resource Allocation This is the actual process of assigning and magage
project assets of resources in such a way thafpparts the strategic goals of
the organisation. Part of resource allocation isagang tangible assets such as
equipment and human capital in such a west thabdéis¢ use can be made of
them.

3.1.3 Resource Management Techniques



The following resource management techniques aesl ws forecast, plan,
allocate, level and optimise resources during tiogept execution phase.

Resource ForecastingThis is concerned with estimating the resources
that will meet the plan. This is done with resougsémation to cover all
the tasks and activities.

Resource Allocation This consists in evaluating the available resesirc
including capacity, resource schedule and the talss need to be
completed to find the project team members who gass¢he skills that
are most relevant and ensure that the resourcdal@eawill be used to
carry them out are available when they are needed

Resource Leveling This is concerned with team skills and finding
better resource opportunities. With a thorough Kedge of the skills of
project members, tasks are assigned in such a matyrésources are
used efficiently.

Resource Allocation This is the last of the techniques and it is
concerned with tracking allocated resources to lendbe project
manager can spot idle resources. Where resoureeactrbeing used
efficiently, they are reallocated or changes madethe resource
management plan.

Self-Assessment Exercise 2

Attempt these questions to measure what you haratlso far. This 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 Planlt is one thing to have the resources and
another to allocate them efficiently. A resourcenagement plan is a tool
that project managers use to manage their mostrtamtaesource which is
the human resource. It is the foundation upon whibk resource
management process is built and so is considesthtdst important tool in
project resource management.

Resource Breakdown Structure (RBS)This is a chart that is used to help
project managers to organize the resources. lieimtthical in nature and
so allows them to see how the resources interrdiaethe basis on which
the budget is laid because a thorough listing sbueces in the chart makes
it easier to estimate the cost of the project.



e Responsibility Assignment Matrix (RAS): A project consists of different
work packages or related components that are gdoupgether. This
technique shows how the resources are assigne@cdo work package
including each thing that is being worked on andwsworking on what
thing. Thus, the RAS is used to illustrate the @mtions that exist between
work packages or activities and the project tearmbegs.

e Resource Histogram This is also a chart but unlike the hierarchiRBIS
chart, this is a bar chart and is used for resoaticeation. The resource
histogram is essentially a planning graph that shihve amount of time that
a resource is scheduled to work over a periodneé tiwith this graph, it is
possible to determine when a resource is availabkeny time during the
project resource management life cycle.

Self-Assessment Exercise 6

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

Resource breakdown structure is a tool used tstilite the interrelations
that exist between work packages and the projaatite

True False

3.1.4 Constraints to Resource Management

. Resource constraints can be described as anytionitar barrier or risk that is
associated with project resource allocation. Itingortant that they are
identified because they act as roadblocks thatdemail and prevent or delay
the successfulime Constraint: As we have already determined, a project is a
temporary endeavor with a definite start and emgetiln essence, project
managers work with a timeline within which they a@oeproduce the project
deliverables. Therefore, the time constraint hasdto with the project’s
schedule for completion. This also includes thedtieas for each phase of the
project, and the date of the final project delivery

It is the wish of every project manager to workhmtthe time constraint as
any delay will tamper with the phases and of coulse of completion of the
project

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

. Scope Constraint:A project’s scope defines the specified goalsivdedbles,
features and functions of a project. It also inelkithe tasks that are required to
complete the project.



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

To check against scope constraint, the project gemshould

Provide clear documentation of the full projecta@t the beginning of the
project, including all requirements.

Set up a process for managing any changes, soné@oe proposes a change,
there is a controlled system in place for how ttlaange will be reviewed,
approved or rejected, and implemented if applicadohel

Communicate the scope clearly and frequently wakeholders

. Cost Constraint: The cost of the project also known as the progebtidget
encompasses all of the financial resources thatnaexled for the timely
completion of the project in line with its predetened scope. The cost here
includes the costs for labor, vendors, quality oardand other factors. well.

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

Depending on the type and size of the project, bu@gtimation techniques
such as parametric estimation, bottom-top estimagic. can be used to check
against this in the planning phase.

and timely completion of any project.

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

Self-Assessment Exercise 4

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

Constrains related to goals, deliverables, feataresfunctions 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 prop#rgre is a need to consider
some tips that can guide one through the proceskileWhere is no
authoritative guide on how to go about it, soméharg have identified some
guides that can help to make the process moretiwieand efficient.

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

. Knowledge of Project ScopeBefore the project manager, he should be clear
on the scope of the project including size and tthumeof the project. As soon
as this is determined, he needs to decide on #oeirees he would be needing,
including how many of those resources that willheeessary to complete the
project. With a good knowledge of the project scopewill be easier to
determine how to allocate resources to take caex@fything.

. Identify the Project Resources With knowledge of the scope as well as the
project objective and the tasks, approval receitied,next thing to do is to
identify the resources that are available including equipment that may be
purchased or hired. Again, it is important to epdinat the available resources
will serve throughout the timeline.

. Avoid Procrastination: The project manager should go to work to plan his
resource allocation. Waiting for the perfect tirnectirry out this responsibility
is not advisable. Granted that resources needsamange, it is better to go
ahead and plan and then as time goes on, changdsecanade. Setting up a
resource plan enables him to detect potential legbfand responding to them
beforehand before the arise.

. Holistic Thinking : All aspects of the project including the time adbles for
the project team should be planned for. What timéor holidays and what
happens in the event of illness among the projeamt Also, if some
equipment or site has been leased, how long walt thst? In essence, the
project manager should pay attention to detail.

. Knowledge of Resource Dependencie®ftentimes, there are several projects
running at the same time, it will be wrong to odepend on one project team
for the accomplishment of all the major project kacross the projects,
especially if it is an external team as it coulsulein work overload blocks and
resource shortages. areas.

. Track Time: Time is critical in project management so, endina you are
closely watching the job performance of you teamerisure efficiency. This is
important to avoid job delays or procrastination.

You can improve time tracking by keeping track loé team’s workload using
the right tools that makes real-time data collectim 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 managingreesomore productively.
Online tools can also get project data instantlgaiped. These will enable you



see where the resources are allocated. With suah, b is possible to know
what the current situation is with the team members

8. Avoid Over-Allocation: Over-allocation of resources is not helpful arah c
result in team burnout. Project team members shoatdoe stretched to their
breaking point. The key for getting result is te&te resources evenly.

9. Realistic Approach: Do not favour one aspect of the project over lag@oby
allocating more resources to it. For instance,hi@ project estimate, do not
allocate more resources by adding more people ys ttathe schedule. This
will be detrimental in the long run.

10.Create a Routine The project manager plans before executing and

monitoring, expectedly. However, even with the befstesource allocation,
something could go wrong and if not caught on tecoeld mar the process.
Therefore, it is not wise to leave monitoring/chedtr later. It is important to
build in regular monitoring into the plan. Ideallthis should be set up to
happen on a particular day and time every week. prbgect manager should
go through the resources, check the project managietools and ensure that
no one is over-tasked for the coming week.
Also, have regular conversations with your team apdate them on the
progress of the progress while also getting thee@dback on any issues of
concern. Setting up a routine check-in and keepipdated with the project
management software will help you to have a goahidf your resources
spread.

Self-Assessment Exercise 5
Attempt these questions to measure what you haratlso 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 projectcetien and complete and
as such is a very critical aspect of project mamaye. This stems from
the fact that all the phases of the project lifeleyntil the project closure
and provision of deliverables depend on resourcedhfeir execution.
Resources include all the assets required for sgsidecompletion of a
project including people, equipment, facilities asd on. However,
beyond resource availability is the important matg project resource
management. This cuts across planning, schedulimy @sts. It is
iImportant that resource management allocates ressyroperly as well



as monitor and control them to ensure that theyeéfieiently used to
complete the project.

Tools and techniques are available to assist tlugegr manager in
carrying

out the process of resource management.

5.0 Tutor-Marked Assignment

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

Project evaluation is a very important aspect afjgmt management. The
expectation of any project manager is that theegtowill be successfully
completed. Success is about ensuring that thegird@iverables are met and
that the organisation or end user is satisfied withoutcome. There is no way
of ensuring that a project stays on course towsmdsessful completion except
by collecting and analysing information in ordemtaderstand the progress and
effectiveness of a project. To this end, projecaleation can facilitate the
successful completion of the project, and informisiens about the future of
both the project at hand and other projects. This therefore, focuses your
attention on the processes that are associatedpwajbct evaluation and how
they all dovetail in ensuring a successful comptetf a project.

2.0 Intended Learning Outcomes

At the end of your study in this unit, you should &able to appreciate the
definition of the concept of project evaluatiorveal as understand the reasons
for project evaluation.

3.0 Main Content

3.1 Definition of the Concept of Project Evaluabn



Generally speaking, evaluation is concerned wiessing an object, project,
product or service according to predetermined $jpations. Essentially,
project evaluation is an assessment carried oatmoject during the course of
its implementation. The evaluation is carried osgt raajor milestones are
reached. The objective of carrying out an assessmrihe project reaches
milestones during the course of implementatioiddtermine if the project is
still on course, and in the direction that was pkh According to Nagarajan
(2012), “project evaluation is an attempt to detasmf the overall status and
progress of the project is acceptable as comparechat was planned earlier
and if the objectives are being achieved. The aitéxvaim of project evaluation
is to bring about all round improvements in projptdnning and execution.
Meredith and Mantel (2011) have observed that wkWaluation seeks to
ensure that a project is successful, its’ primargppse also is to help translate
the achievement of the project’'s goals into a dbation to the parent
organisation’s goals. To achieve this, every faufethe project is studied to
identify and understand the project’s strengthsvaedknesses.

Zarinpoush (2006) sees project evaluation as aepso®f 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 of both thejgrt at hand and other
projects that will come up any time in the future.

The IFRC (2007) defines project evaluation as “$lystematic and objective
assessment of an ongoing or completed project,ranage or policy, its

design, implementation and result. Evaluation deiees the relevance and
fulfillment of objectives, efficiency, effectivengsimpact and sustainability.”
They further state that evaluations are not dosefpr the sake of it because
certain key information are expected. To that extémvaluation should

provide information that is credible and usefulaleimg incorporation of

lessons learned into the decision-making processbaih recipients and

donors.”

The definitions underscore the point that evalumti® an integral part of
project implementation. They also point to the fihett evaluations are carried
out during and after the project implementation.erBEfiore, evaluation is
important and must not be ignored.

Self-Assessment Exercise 1

Attempt these questions to measure what you haratlso far. This should




not take you more than 5 minutes.

Project evaluation is the process of understanthegprocess of collecting
analysing information to understand the progress afiectiveness of a
project.

=

True False

3.1.1 Objectives of Project Evaluation

Project evaluation is done to determine the relesaand fulfillment of
objectives, development efficiency, effectivengsgact and sustainability of
a project. To be beneficial, evaluation should mevinformation that is
credible and useful, enabling the incorporationledsons learned into the
decision-making process of all stakeholders. Thisukl be seen from the
perspective that every project has objectives ithgltould achieve. Therefore,
the critical questions of development efficiencyfeetiveness, impact and
sustainability of the project is very important.eT@valuation has to provide an
information for action that will be useful in delcis-making, strategic planning
and if need be program modification. The evaluatioformation once
available is distributed among the project stakeédéwd and integrated into
management practices. If this is not done, evalnat a waste of organisation
resources. Meredith and Mantel (2010) further pth&it during the process of
project evaluation, recommendations for improvemethiat can help both
ongoing and future projects are made in order to:

Identify problems earlier

Clarify performance, cost, and time relationships
Improve project performance

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

Reduce costs

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

Identify mistakes, remedy them, and avoid thenihenfuture



e Provide information to the client
e Reconfirm the organisation’s interest in and cotnmant to the project.

Self-Assessment Exercise 2

Attempt these questions to measure what you haratlso far. This 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 typdsewaluation that can be
conducted over a program’s life-cycle and whende what. As far as project
evaluation is concerned, there are many types et its own set of
processes and/or principles. Also, there are a eurobfactors that influence
the decision to use one type of evaluation or aroy way of categorization,
an evaluation can be according to their purpos®, edmducts them, when they
are carried out, the broad approach used, and-cuiBsg themes.

Although there are many types of evaluations, the@nntypes are process,
Impact, outcome and summative evaluation.

Process Evaluation: Process evaluation (also called formative or
implementation evaluation) examines the ongoingatpmns of the project. It
focuses on what staff and participants do, whethertarget population is
being served, what parts of the project are worlkisgxpected, and what parts
are not working. The results of a process evalnatan help the project
manager improve the operation or implementatiothefproject.

In actual fact, process evaluation should be dosfere any other type of
evaluation because measuring the effectiveness pfogct or program is
necessary to determine if it is being run as inéehdnd if it is reaching the
intended audience.



Hawe et al (1990) outlines the following as soméhaf 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 setisfvith all aspects of the
project?

Are all activities being implemented as intendedol why?
What if any changes have been made to intendedteas

Are all materials, information and presentationdtatle for the target
audience?

Outcome Evaluation: Outcome evaluation (also called impact evaluation)
assesses the extent to which a project has affeeteidipants or environment.

It focuses on immediate, intermediate, or ultin@iecomes that are attained as
a result of completing a project. The results ofcome evaluation should
identify or anticipate both the desirable and uirdbte impacts of the project.
Outcome evaluation can also determine how the n#etsgave rise to the
project were satisfied, or whether these needs estist. In other words,
outcome evaluation is concerned with the long-teffacts of the program and
Is generally used to measure the program goal. €&mmently, outcome
evaluation measures how well the program goal kas lachieved.

Outcome evaluation will help answer questions sagch
Has the overall program goal been achieved?

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

What, if any unintended change has occurred asudt igf the program?

Outcome evaluation measures changes at least sinthmoafter the
implementation of the program (longer term). Altgbuoutcome evaluation
measures the main goal of the program, it can ladsased to assess program
objectives over time.



Impact Evaluation: Impact evaluation is used to measure the immedifet
of the program and is aligned with the program®dacijes. Impact evaluation
measures how well the programs objectives (andosydxtives) have been
achieved.

Impact evaluation will help answer questions such a
How well has the project achieved its objectivexi(aub-objectives)?
How well have the desired short-term changes bekieeed?

Impact evaluation will assess the attitudes of gpuyeople towards the
learning environment and how they perceived im#ly also assess changes in
participants’ self-esteem, confidence and sociaheatedness.

Impact evaluation measures the program effectieenesnediate after the
completion of the program and up to six monthsratfte completion of the
program.

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

Do you continue the program? If so, do you continire its entirety?
Is it possible to implement the program in othetilsgs?

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 madet on the following



Objectives and Priorities of the Project: A project has its objectives and
priorities, and it is important that these are lgomm mind in the attempt to
achieve it. It is important therefore to find ouhether the objectives and
priorities set out in the initiation of the projexrte being carried out.

Purpose of the Project Evaluation:The purpose is concerned with the reason
for initiating the project. Is the project beingeexted with the purpose in
mind? If the purpose is to build a library, is {h®ject that is being executed
going to meet that need at the end of the day?dfa service, will it be able to
provide the service needed? Let us assume thaprthject is to develop a
program that can carry out library automation. lkatvis 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, impact or sumeia The nature of the
project is important as the evaluations are donespacific times in the
development of the project.

Time frame for Conducting the Evaluation: What time is the evaluation
being carried out? Is it during or after the préfe€arrying out an evaluation
as it is on-going is as important as when it is plated. The merit for carrying
it out during the project is that it gives room foorrections to be made if
discovered. This will enable the necessary adjustsn® be made, and will be
less costly in terms of resources. On the othedh#éme evaluation that is
carried out at the end of the project will seekktmw whether the client is
satisfied with the deliverables in terms of funotemnd performance.

How, and for whom, the Results of the Evaluation Wi be used: At the end
of the day, every project has its end user. Thexzealso other people who are
involved in it. This can be senior management perebor other stakeholders.
Therefore, factors such as how, and for whom, ¢lselts of the evaluation will
be presented will determine the type of evaluatiiobe prepared.

Time Frame and Budget for Completing the Evaluation The timeframe and
budget for completing the evaluation is also andrtgmt consideration. At
what stage of the development and length of tim#hésevaluation needed?
Also, resources will be needed to carry out an watan. The amount of
resources that is required for evaluation is alspeddent on the type of
evaluation that will be prepared. This is also delemt on what stage of the
project life-cycle the evaluation is needed.

Self-Assessment Exercise 3



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

The type of project will determine whether it ipr@cess, outcome, impact jor
summative of evaluation.

True False

3.1.3 Principles of Evaluation

Like project management, project evaluation als® $@me principles or steps
that need to guide the process for it to yield testactory result. These are 1.
Develop an evaluation plan. 2. Conduct evaluati®n,Analyze data and
develop report

1. Develop an Evaluation Planit is good practice to develop an evaluation
plan. This step will involve review of the projegoals and objectives,
identification of the stakeholders of the projeatidheir roles; identification of
the project activities and how they are relatetht® objectives of the project;
identification of key evaluation questions. The sfiens that are identified
should be able to show the progress and succetfg giroject. Other things
that must be part of the plan include identificatiodicators (i.e., measurable
factors) that can reflect the success of each stephe project, and
identification of the measurement tools neededatbey information. The tools
used in measurement will determine the type ofrmttdion that is gathered. It
is advisable to try to use both formal tools sushsarveys, focus groups and
informal tools such as meetings, checklists. Fnate plan should identify
sources for collecting data (i.e., who and whergeithe information from).

2. Conduct evaluation:Having developed an evaluation plan, the next thing
to do is to develop a system to keep track ofrdlrmation and observations.
Also develop rapport with the project stake holdemaking sure to
communicate the importance of project evaluatiam] @ncourage them to
participate in information collection. This is imp@ant because they are part
and parcel of the project. If they are not involviedthe conduct of the
evaluation, critical information may be lost, ahistcan have an adverse effect



on the project. The next thing is to develop thenpkd evaluation tools and
apply them.

3. Analyze Data and Develop ReporiThe collected data has to be developed
into a report. To do this, enter data into a chadata analysis program. This
can be done with Excel, or the Statistical PacKage&ocial Sciences (SPSS).
The two can be used to analyse quantitative datath® other hand, N6 or
NVivo can be used for qualitative data. Once thta dsms been entered, it
should be analyzed. Tables and tables and grapbsldstbe created for
presenting the results. After that, interpret tbguits for findings and compare
them against the project objectives and evaluatjoestions. From that,
develop answers to the evaluation questions; iyestrengths, weaknesses,
lessons learned, and changes that should be imptecheFinally, write the
evaluation report and explain how it can be used.

Self-Assessment Exercise 4

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

In data analysis and development of report, N6 \éivbl 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 evalumatlo has shown that project
evaluation is important in the life-cycle of a @oj because of its inherent
benefits such as helping to ensure that objectiaes met, identifying
successes, identifying problems and weakness sodéwe be rectified, and
providing information to aid further development@rg others. It is expected
that if you are confronted with a project, you via# able to use the knowledge
you have gained here as a stepping stone.

Project evaluation is inherently important in tife-tycle of a project. Timely
evaluations will enable the project manager andté&n to know clearly
whether the project is going in the right directidrhe report of a project



evaluation will help to avoid mistakes before thmcome late. Also, the type
to use is dependent on a number of factors. Thenwdtion that is collected
after an evaluation is important will serve to naty guide the current project,
but also even 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 &pe of project
evaluation?
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SAE 1 True
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SAE 4 Quantitative data
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1.0 Introduction

In the previous unit, you were taken through prog@a@luation and its various
aspects. In this unit, you will be taken througtstpproject evaluation. While
project evaluation is an ongoing exercise thatasied out in the course of
executing the project and as milestones are reachmast project
evaluation/audit is conducted after the projeatampleted. This is important
to ascertain the actual cost of the project and tthee within which is
completed as against what was projected at thenplgrstage. Without post
project evaluation or audit, it is difficult to haa wide view of the various
aspects of the project.

3.2 Intended Learning Outcomes

This unit is aimed at broadening your understandwfy post project
evaluation/audit. At the end of the unit, are goingknow about post project
evaluation/audit, its objectives, phases and types.

3.0 Main Content
3.1 Definition of Post Project Evaluation (PosAudit)

Post project evaluation also known as post audpast completion audit is the
evaluation that is carried out on a project aftehdas been completed. In their
definition, Liu and Sanli cited in He & Lei (2020dgfine post project evaluation
as “as a systematic and objective analysis of tbgpgt completed or its planning
purpose, implementation process, benefit play, aolé influence.” Altug (2002)
defines post project evaluation as “activities perfed by a project team at the
end of the project to gather information on whatkea well and what did not, so
that future projects can benefit from that learning

It aims to find out best practices and documentiteggsons learned.” It is
important to remember that at the initial projegpmaisal, activities such as



estimates are made by way of costing and alsartteeit will take to complete the
project. Given that what is done at the time ofjggbappraisal is to put down
estimates about the presumed cost and completiom of the project, the post
project evaluation assesses the actual cost andletom time of the project. This
is why it is carried out after the project is coetpd. According to Nagarajan
(2021), while project appraisal estimates the mutaf the project, post project
evaluation or audit is an assessment of the pash#& is already done. There is
no doubt that the aim of every project managenmemd iensure that projects are
carried out within the budget and time. In esser&eproject is considered
successful if it is completed within time and thelbet in addition to meeting the
need in terms of functionality or performance.On is,th
ihttp://www.gov.tas.au/projman/pmirp/pm4_11.htmeditin Altug (2002) posits
that a project is considered successful if outcoanegealised; project outputs are
delivered on time and to the agreed quality; castswithin those budgeted and;
the requirements of all stakeholders are met.

In addition to appraising the completion time awnddpet or cost of the project, the
post project evaluation also assesses the actoial ost-benefit factors and the
extent to which the project objectives are achieved

Social cost-benefit is concerned with comparingdbst of executing a project in
terms of capital and operating expenses viz a ¥ierdnt types of social impacts
such as travel time savings, travel costs, impactsther modes, climate, safety,
and the environment. Social benefit cost is padity considered in public
projects (CIVITAS, 2017). Anbari cited in Anbaria€ayannis and Voetsch(2008)
posit that “during the termination phase a posfjgmioevaluation needs to be
conducted to measure the success of the projetérms of its original and
modified objectives.”

They also add that the post project evaluation Ishteontain explanations of

major variances, lessons learned from the projany recommendations to
support further success of future projects.” Liud @anli cited in He and Lei

(2020) also observe that the aim of carrying ogtoat project evaluation is to
determine whether the target that was set for thgegt was achieved, document
lessons learned and garner project informatioménform of timely and effective

feedback for future new decision- making as wellimprove the management
level of project investment among other things.

In essence, unlike a projection or speculatioeven expectation, the post project
evaluation provides a clear picture of what too&cpl throughout the phases or
life cycle of the project and this is conductedhet completion of the project. This
Is why it is possible to derive from it, explanaisoabout differences, the lessons



that were learned in the course of executing thejept from which
recommendations are made to serve as a guide fuagaeeent of future projects.

This information is important especially to enalbtl@nagement take decisions
regarding future projects because organisationd weaimvest only for benefits
not to incur losses. According to UK Department Exfucation NI (n.d.) the
template for a post project evaluation will inclutlee following sections: 1)
background (summary of the EA ie Evaluation Amou@)) detailed findings —
assessment of enrolment; 3) project timing; 4) nemyecosts and benefits; 5)
non-monetary costs and benefits; 6) risks; 7) ptapganagement and 8) lessons
learnt and recommendations.

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 appraisals assesses what has albeadycompleted?
a. Project appraisal estimate
b. Post project evaluation

c. Post management assessment

d. All of the above

4.1.1 Objectives/ Purposes of Post Project Evaluation (b Audit)

Following from the above, Nagarajan (2012) has sansead the following as
constituting the objectives for post project evitua

* building up an information base to help propermaeation of project cost and
time

» educating all those concerned with the project allbe realities of project
management

» establishing correct time-cost relationship
= creation of appropriate standards for work basesdumiable work technique

» sharing of project audit information among all cemed, in order to build up
better understanding and better comprehensioneoptbject and its problem
areas so that lapses could be avoided in future.



Additionally, the Uk Department of Education NIdr). has outlined a number
of purposes of a post project evaluation as follows

« evaluate the effectiveness of the project in reajithe proposed benefits as
outlined in the economic appraisal

« compare planned costs and benefits with actuakaosll benefits to allow an
assessment of the project's overall value for mondxe made

« identify particular aspects of the project whichvénaaffected benefits either
positively or negatively; recommendations for fetuprojects can then be
derived

« reveal opportunities for increasing the project&dyof benefits, whether they
were planned or became apparent during or aftedeimgntation, and to
recommend the actions required to achieve theiimmaation.

Self-Assessment Exercise 2

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

Post project evaluation completes the life cycla pfoject

True False

4.1.2 Phases of Post Project Evaluation (Post Audit)

There are two phases to post project evaluatiomddiately after the project is
completed and after a lapse of time, maybe twdoget years since after the
completion of the project. Nagarajan (2012) noted there are reasons why
post project evaluation/audit is done on each efdimases as outlined below.

1. Post Project Evaluations/Audit (Completion): Pasijgct evaluation/audit that
is done immediately after project completion is eldot

a. consider the differences that exist between thenagtd cost and the actual
cost

b. consider the difference that exist between theanegéd time and the actual
time taken project implementation

c. determine the areas that contributed in the vanalietween project time and
cost



. identify the reasons for the observed variancessdlying them into avoidable
and unavoidable variances

. analyze the steps that could have been taken tailcar avoid the observed
avoidable variances

study more closely the factors that resulted infiathe unavoidable variances
as well as examining what possibilities exist #amoving them in the future by
way of adopting suitable methodology

. Post Project Evaluation/Audit after a few years:tthe case of post project
evaluation after a few years, the reason thatdoise is to:

. Examine whether the goals and objectives set foptbduct are achieved

. Determine whether the product that is producedhleyproject is of acceptable
quality

. Know whether the output estimated for the proje@dhieved

. Know whether the market has accepted the produtako determine whether
the production volume of the project meets the miaskare that is planned to
achieve.

3.1.3  Types of Post Project Evaluations

Three major types of post evaluations/audit will #scussed. They are:
technical evaluation or technical audit; finanaakluation or financial audit
and economic evaluation or economic audit.

. Technical Evaluation (Technical Audit): Technicalatiation or technical

audit is done to evaluate the quality and quartftproduction including the

operating costs. Here a comparison of these fadgtonpmade between the
information presented in the feasibility report iagh what the actual

achievement is. Let us assume in the case of auptiod company, the

feasibility report would have suggested an estithaietput of one hundred
million products per week pre-production or at cassioning or the plant.

During production, the actual output is determin@dher areas of technical
evaluation include: utilities consumed by the plenthe form of power, fuel,

water, consumables, spare parts etc. Under thisai@n also, the quality and
guantity of the outputs are measured to determinetiver they meet expected
standards.

. Financial Evaluation (Financial Audit): Typicallyuring project appraisal,
financial projections/estimates regarding projeastander various heads such



as operating costs, maintenance costs, profitaleltimates, cash/fund flow

estimates, sources and application of funds forpghmgect etc. (Nagarajan,

2012). Financial evaluation seeks to find out whethe actual project cost viz
a viz the estimates made on the various finan@abhk at the time of appraisal
match. It should be borne in mind that some offgmmeters set can only be
determined after a few years of operations.

. Economic Evaluation (Economic Audit): According tdéagarajan (2012),

economic evaluation is the most difficult to makecéuse it involves many
subjective aspects that are difficult to quantfg a result of this, it requires
experienced personnel to carry it out. Such anuesat must have the ability to
identify the social costs and social benefits of tbroject. This type of

evaluation is usually associated with public seguorjects and community
projects where social objective rather than finahand other objectives is the
driving force.

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

(o d

Social costs and social benefits evaluation ofogept is normally carried ou
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 projectnagement. Evaluations
conducted during project implementation usually the project achieves
milestones helps to ensure that the project igigte direction. At this stage,

errors are detected and corrected all aimed atgimgnthe project to a

successful completion. Beyond project implementa&waluation, post project
evaluation or post audit conducted after projechgietion is very important as
the evaluation provides information regarding whketthe project was able to
meet objectives, find out how effectively the padjeuns in terms of estimates
and projections during project appraisal. This dég®mhnformation to be

gathered as to actual in comparison with estimatiand projections. It also



provides information on lessons learnt which is amg@nt for decision making
and for future projects.

This unit took you through post project evaluatayrpost audit. In it you were
exposed to the objectives/purposes of post prejeaiuation in addition to the
three major types of post project evaluation/pastita One thing that is clear
here is that a project must undergo this evaluahiarder to match projections
and estimates presented during post appraisalmpaoson with the actual as
the project begins operations.

5.0 Tutor Marked Assignment
1. What do you understand by post project evaluation?
2. Name and explain two types of post project evatunsti
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Unit1 Leadership in Project Management
1.0 Introduction

While there are various other factors associateth véffective project
management, leadership no doubt remains the magsoriemt factor. This
stems from the fact that leadership goes a longlveapuse it not only ensures
project management effectiveness, but it also es#smproject success. This is
possible because it is the responsibility of thed&ship to select and build
competent teams. When there is a competent teayualaly it is possible to
have successful project implementation.

However, while this is true to a very large extéhére is also no doubt that the
type of management style used in project orgamisatvill significantly
determine the kind of project teams there is. Aaothoint that must be borne
in mind is that leadership styles differ from caynto country and to that
extent, businesses are run differently given to#tices as well as the needs of
people differ. Be that as it may, even within tla@ng country, the leadership
style required may vary from project to project.



Therefore, it is important to consider how leadgrsplays out in project
management bearing in mind that team members caatsues be under stress
because of the nature of the work they do and &l that projects usually
require multi-disciplinary work teams. If stressnist managed properly, it can
escalate to conflicts either between members derdift teams or among
members of the same team. Where the conflict igprajperly managed, it can
become a hindrance to project effectiveness. léedak good team leader to
create a comfortable environment which will alsatinade team members to be
committed to ensuring that the objectives of thaqmt are achieved.

2.0 Intended Learning Outcomes (ILOs)

In this unit, you will know the definition of theoacept of leadership; you will
be taken through some leadership theories, roldeaflership in project
management, leadership and project conflicts, is&ge and team building and
leadership and motivation. At the end of the upaty will understand more
clearly the role that leadership plays in projeanagement.

3.0 Main Content
3.1 Definition of Concept of Leadership

Leadership means different things to different peopnd to that extent, any
definition of the concept usually depends on thesmpective, personality,
philosophy, values and professional angle of the defining it (Student
Activities and Leadership Centre, n.d.). Northo(@07) defines leadership as
a process by which a person influences other toraptish an objective and
directs the organization in a way that makes itemamhesive and coherent. The
Leadership Theories and Studies (n.d.) definesctimeept as a process by
which one individual influences others toward th&aiament of group or
organisational goals.

In the definition by Kouze & Postner (2008) leadigpsis perceived as process
of influencing others so that they understand agréeaabout what actions can
be taken, how the actions can be executed effégtiamd how to inspire
individual and team efforts to accomplish sharejgctives

In essence, the definitions view leadership from ploint of the ability of an
individual who in this case is perceived as a leaideinfluence others to work
in a desired direction for a desired goal(s). Qfteas also, the concept is used
interchangeably with management.



However, while the two terms have some things imm®n, they are not the
same thing. To buttress that and also to diffeadmtithe two terms, the
leadership vs management matrix as adapted by HaohmKlingborg,
&MacNeil is presented below



Table 3: Differences Between Leadership and Managém

LEADERSHIP

MANAGEMENT

Definitions

he process-oriented, na@pecifig
practices of challenging the proce
inspiring a shared vision, enabl
othersto act, modeling the way, a
encouraging the heart

The process oriented, norspecifig
practices of challenging the proce
inspiring a shared vision, enabl
others to act, modeling the way 4
encouraging the heart.

The implementation of tho
task-orented  duties  thi
facilitate, support, and dire
the timely and efficier
maintenance of operations

Outcomes

Determining what should be do
systematic change, transformati
paradigm shifts, significa
improvement or innovation, new a
added value to or from the
organisation.

Getting it done and done we
Effective, efficient completio
or work, product, maintenan
of operations with a focus ¢
quality of the product.

Characteristic

#\ critical thinker, a risk taker,
visionary, innovative, co@geous
creative, forward thinking, open
change, able to learn from g
overcome failure.

A team builder, a continuous learr
able to get along with people. Hong
dependable, competent, support
fair minded, cooperative, respect
motivating, values driven, inspiring
resilient, patient, tenacious, credik
balanced, emotionally mature.

Efficient, detail oriented,
good delegator, organize
persistent, administrative.

A team builder, a continuo
learner, able to get along w|
people. Honds dependablé
competent, supportive, fair-
minded, cooperativ
respectful, motivating, valu
driven, inspiring, resilien
tenacious, credible, balanc
emotionally mature.

Scope

Focused on forward thinking and
long term. Strategic, visioning &
planning requiring insight, complg
choices and decision making, crea

a new order, facilitating movemse

Organisational focused, poli
development and complian
maintenance, support a
implementation of system
incremental focusd




—+

towards an end goal. Improvements.

Interaction |Motivates and inspires, buillFocus on individual
potential in others, creates |performance and wo
environment that fosters learnijoutcomes, maintains
collaboration and fluid teamwork, aproductive work environmen
attracts right performers. o _

Team building and effecti
Team  building and  effectifunctioning teams
functioning teams.

Impetus Selfdirected, situationgCalendas, directives
opportunistic, serendipitous, can |scheduling, culture ar
courageous in the face of uncer{custom deadlines.
outcomes.

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 is not true about leadership ingubmanagement?
a. A leader cannot lead a team without the righest

b. The project will still be completed without atker

c. A leader may make changes if a style is not wmgrk

d. A leader can choose his team

3.1.1 Leadership Theories and Project Management
The question of how and why certain people becoeasldrs has been of
interest to human beings over the years. This ig different theories have
been propounded to explain how this happens. Lehgetheories focus on the
traits and behaviours that people can adopt toeas® their leadership
capabilities (Western Governors University, 202These theories have
emerged from researches conducted by scholarseaedrchers. Leadership in
project management is essential in view of theeasing appreciation and
adoption of the project management approach bynisgaons and enterprises



all over the world. It therefore entails that thaes to be effective leadership if
projects are to succeed.

This is why Liphadzi et al (2015) posits that lestdp is important in any

activity that involves collaboration in a group(s)f people. Project

management falls within this definition becauseenitails the collaboration

between project teams. Definitely, the subject e&dership is important
because when it comes to projects, the project gaisaleadership style goes
a long way to influence the performance of his tea@mbers just as the
leadership style of a manager influences the pedoces of every

organisation, process or activity (Micik, 2016)namber of theories have been
used to explain leadership. This includes the s@tibol, the behavioral or style
school, the contingency school, the visionary oarigmatic school, the

emotional intelligence school and the competenbpaslcamong others.

Out of all these theories, the one that is mostl iilsdeadership as it concerns
project management is the competence theory.

Self-Assessment Exercise 2

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

Leadership is important in any activity that invedv collaboration in a
group(s) of people therefore leadership is impantaproject management

True False

3.1.2 Project Performance and Contingency Theory

With the increasing understanding of the importanagke the project
management approach in products and services debwel its acceptance and
adopted by many organisations, the demand for grap@anagers is on the rise.
This is because project managers execute projects.

However, the extent any project manager is ableetéorm the job effectively

determines the success of a given project. On theradhand, successful
delivery of project goes beyond just the persontaibates of the project
manager to include organisational environment wittvhich he is working

made up of management, stakeholders and the prejaat. In realisation of
the role of the project manager's performance ia Huccess of projects
organisations are also paying attention to the rnieedevelop the leadership
skills of the project manager for more effectivb merformance.



The project manager is the leader of any givenegtoand he is expected to
possess leadership skills to make for effectiveness

As mentioned earlier, the concern to understand arid/how leaders succeed
has given rise to the leadership theories as we tleam today. One thing that
iIs given is that individuals including leaders hawertain personal
characteristics that are inherent in them. Perscmalacteristics play a big role
in the leadership skills of a leader in additionthie organisational factors or
makeup of the group that is to be led. These faasrthey present in a given
situation in which the project manager is leading determine whether he
will succeed or not. This is referred to as simmai leadership (Villanova
University, 2021).

For instance, a project manager with certain atarstics mentioned may
find it difficult to lead a team in a given envinment characterised by their
peculiar environmental factors mentioned above, Wwhen put in another
environment or situation that is different, he np&yform better. So rather than
use the same management style in leading acropsog@lct situations, it is the
role of the project manager to establish the bessiple fit between the
organisation, its environment and sub-systems (Ipésjy Buildings, 2021).

One size fits all approach may not always work. e, major issue is to

understand how different leadership situations lmamatched by the personal
characteristics of the leader. This is becausersupggerformance results from

matching managerial actions with internal charasties (personal factors) and
external environments (organisational factors) (femmbe, 2011).

Self-Assessment Exercise 2

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

It is the role of the project manager to estabiishbest possible fit betweg
the organisation, its environment and sub-systems

D
>

True False

4.0 Summary

Leadership is very important in project managent@&tause it takes effective
leadership to successfully complete and deliverogept. The project manager
interacts with different organizations, stakehaddéeams and customers in the
course of carrying out his responsibilities. Adbtfactors including personality



of the leader, the makeup of the group he is lepdswell as the internal and
external environment should guide the style of éeshlip that he adopts. This
is to say that an effective leader must understaadeadership style to adopt at
any given time as a one- style fits all style @fdership may impact negatively
if he chooses to implement the same style throughou

This unit has exposed you to the concept of le&deia project management.
The unit also highlighted leadership theories atyies as it affects project
management. The role of leadership in project ssaw failure was also
highlighted.

5.0 Tutor Marked Assignment

1. What do you understand by leadership in projectagament?
2. Explain the contingency theory as it relates tggmomanagement
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7.0 Possible Answers to Self-Assessment Exercises

SAE 1 The project will still be completed withoulteader
SAE 2 True
SAE 3 True
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3.1.2 Project Conflicts Resolution

4.0 Summary
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Unit2  Conflicts in Project Management

1.0 Introduction

Conflicts are inevitable in any activity that inves more than one person
including project management. In project manageneortiflicts arise because
project execution requires the coming together iffeint people including

stakeholders, project manager and project teaf(s)flicts are not necessarily



bad because there can be constructive conflict lwlaiens to benefit the
individuals concerned, and from which people camwgrand develop.
However, there is also destructive conflict whichrenor less defies solution,
dissipates energy and distracts attention from momngortant activities or
issues. Such conflicts destroy team morale anditr@suhe polarisation of
groups of people or teams if left unaddressed (Gagplp cited in Ohlendorf
(n.d.).

The implication, therefore, is rather than expemtt to have conflicts during a
project, the concern or focus should be on hovesolve conflicts ifiwhen they
arise. Managing conflicts successfully result irccassful project delivery.
Being able to manage conflict is seen as a coietship competence as this
can help project teams to grow and advance. Be dbait may, conflict
management is not so easy and is considered tod@efothe most difficult
skills that someone can master and develop (GRAI%0).



2.0 Intended Learning Outcome

In this unit, you will be taken through the interpenal aspects of project
management with particular attention to conflicigroject management, types
and causes of conflict in project management as agemethods of resolving
conflicts in project management. The skill of catfimanagement can also be
useful in other life situations.

3.0 Main Content
3.1 Definition of Conflict

Capozzoli cited in Ohlendorf (2001) defines cortflias "a situation of
competition in which the parties are aware of theompatibility of potential
future positions and in which each party wishesdoupy a position which is
incompatible with the wishes of the other.” Cortfli@as also been defined as a
process in which one party perceives that its @ssr are being opposed or
negatively impacted by another (Wall & Callisteited in Prieto, Cobo, Ortiz-
Marcos & Uruburu, 2015). Another definition seeg ttonflict as perceived
difference between one or more parties resultingpiposition (Ahmed, 2001).
Looking at these definitions, it is obvious thainflict does not necessarily
mean that the parties involved in a conflict argaged in physical fighting or
combat as you will have between armies on oppasites. It simply means a
serious disagreement or argument over somethinigstéms from a difference
of opinion or another factor. This is why Dan atsted in Ohlendorf (2001)
notes that certain elements must be present inisswe in which there is a
conflict. These elements are interdependence, enmtiperceptions, and
behaviours. In other words, the parties are in taason where there is
competition arising from each person wanting toeh#&wir ways and neither
wanting to concede to the other.

While people tend to avoid conflicts, Giotis (201)tes that conflicts are
bound to happen because conflict is the force thates change. Lencioni
(2002) is also of the view conflict is good for thevelopment and maturity of
teams. Along this line, it is asserted that conbfiscimportant, and beneficial
and should be stimulated through methods such asngniand real-time

permission. Mining is concerned with deliberatetynbing out sensitive issues
to be discussed by the group. Real-time permissitails allowing and facing
healthy debate. Lencioni further counsels that gameent should not interfere
with conflict among team members when it occursdhatuld rather allow such



conflicts to come naturally. Giotis (2010) furthestes that generally speaking,
conflict is divided into good and bad conflict. Gboonflicts are the kind of

conflicts “that produce new ideas, solve continuptablems, allow people to
expand skills, allow creativity, and improve perfance.” In other words,

good conflicts push people onto a positive path amativate them to be

productive and problem-solvers and also lead tovtirand development. On
the other hand, “bad conflict lowers team energy morale, reduces

productivity, prevents job accomplishment, createstructive behavior, and
fosters poor performance.” In the same vein, confinay be justified or

unjustified. Conflict is justified when team membatisagree with the stated
goal while conflict is unwarranted when team membegree with the stated
goal but do not agree about the best way to adapictomplish the stated
goals.

Self-Assessment Exercise 1

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

A process that begins when there is a perceptionnédir 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 afys: While not exclusive,
Guan (2010) has identified the following causeprofect 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 arisesm the
fact that the advances in information communicatemihnology have created a
global village in which people across countries enltlural differences can
work on the same project. Cultural differences @ase from language, food,
and religious differences among others. On a progaon where there is much
ignorance and little appreciation of differencespaflict can arise. If such a
conflict is not addressed quickly and decisivetygan lead to bigger problems
that can potentially derail the course of the mbje

Work Schedules Conflict can arise from schedules. Touma (20G&g® that
project schedule related conflicts can be of mgpgs and can arise within the
project team: stakeholders/management vs. projactager, project manager
vs. team member(s), and finally team member(spmsther team member(s).
Sometimes the project manager is given a near listtegroject completion
dateline by the customer. The pressure that afiegsthis can affect not only
the project manager but also the team and thisresuit in conflict. Conflict
arising from schedules could also be a resultsifdainute schedule changes. It
can also arise from delays in completing projetivaies, especially where the
team depends on another team to complete their \before they can
commence theirs. This can increase the level @sstrand frustration and
eventual conflict.

Prior Unresolved Conflict: Conflicts can also arise from prior unresolved
conflicts in which case one party was not satisfigth the way a prior conflict
was managed or was not convinced that the convbst handled fairly handled
by the leadership at the time occurred. It couw dle between team members
or with the project manager or even with stakehsldé&uch unresolved
conflicts are never laid to rest but simmer and Waia trigger to resurface.

Project Priorities: Every project is owned by stakeholders. Stakedrsidire
the individuals, groups or entities for whom thejpct is being executed.
Stakeholders’ expectations must be met before ggraan be delivered



successfully. In essence, the stakeholders’ intaseparamount in project
execution. Sometimes, stakeholders, have diffeegpectations are interests
that they want to be prioritized. It might be difiit to manage these
expectations, and as a result, can be a souraanfifiat among the stakeholders
or between the stakeholders and the project manager

Another important person that must be satisfiethes customer. While the
project manager is expected to meet the needseotulktomer, there is no
doubt that there are times that customer expeowt@an be unrealistic, in
which case the project matter is torn between Walg his guts or going along
with the customer. This conflict must be resolvbdcause customer
satisfaction is key in business planning.

Resource Competition Resource competition can also be a source oficonf
This is most likely the case in organizations vitthctional structures where
the project manager is not in total control of rgses in terms of men and
capital. It could also arise when a smaller projeatn has to share resources
with a larger project team as the tendency exmtshie larger project team to
appropriate more of the resources available. Tdasresult in conflict as each
project manager wants to deliver his project witthi@ best possible time.

Technical issues:The Collins English Dictionary (2021) defines thernt
technical to mean something involving the sortsraEchines, processes, and
materials that are wused inindustry, transport, Gmmunications. The
technical aspects of a project include plannindiedaling and timeline
maintenance, execution, managing the budget, coneation with
stakeholders, and ongoing maintenance (Wrike, 2021)of this requires
careful attention, and if that is not done propechn result in conflict.

Technical issues of a project may also be techmmbghanges that entail

replacing old tools with more modern ones. In thdyestages of such changes,
conflict can arise as attempts are made to eithdate or learn new skills that
are required to master the new technology.

Team or Clique: Project Management (2012) describes a team as ‘lcsingp

a group of people linked in a common purpose” whlelique is a “small
group of people with shared interests, who speme tiogether and exclude
others.” A strong team shares information and sttppone another to grow
and develop in the best possible way to achievenanmon purpose. A clique is
exclusionary and will not share information witrose who do not belong to
their group. In a project environment, care mustdk@n to ensure that teams
do not turn into cliques. Conflict can arise wherere are cliques as there is no



cohesiveness or common identity ultimately makimgy dutsider(s) feel a sense
of isolation and frustration. This can lead to dichf

Personality Conflicts: Projects teams are made up of individuals with wary

personality traits and behaviours. Personality hdascan lead to conflict
between the project manager and team or amongreanbers when there is a
perception that one’s interests are either beingpsed or negatively affected
by another party. Also, in a bureaucratic and Hhigldepartmentalised

organisational environment, there is a tendencyirfterpersonal conflicts to

arise because of a feeling of lack of independemeceself-actualisation. Other
factors that can result in interpersonal conflicikshe work environment can

arise from an individual’'s domestic affairs, emaaband mental challenges or
even financial instability. Such things can be lgasarried 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 workptlogect manager relates with
stakeholders and project teams. With the stakehsldee project manager has
to communicate the project’s success from timene to enable them to keep
abreast of development. In the same vein, the groj@nager communicates
with project teams to ensure that they have clanity are on the same page as
the project manager. When there is a communicabi@akdown, there is
bound to be conflict because a lack of communicaticesults in
inconsistencies, uncertainty and confusion.

Poor planning: The planning phase is very important in project aggment
because it “involves defining clear, distinct aittes and work required to
complete the activities for each project. Somehefdctivities that are outlined
in the planning phase include: defining the projgmbpe, defining the work
breakdown  structure, estimating resource requirésnen outlining
communication procedures among managers, team mgnaiel the customer,
identifying and evaluating risk, and developing as8line Project Plan”
(Ohlendorf, n.d.) In essence, proper planning mlesia sense of direction
while lack of planning does the otherwise and o#&poses an organisation to
one crisis or another. When there is no sense odctibn, a stressful
atmosphere is created and results in many unpleasanomstances including
misunderstanding which ultimately leads to conflRfanning is beneficial and
although it requires some time, “the time spenplenning will be recouped
many times over in the more efficient use of woskéime, and in real and
long-term benefits to clients” (Community Door, 202

Self-Assessment Exercise 2



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

When a conflict arises as a result of failure téroeclear, distinct activitie
and work required to complete the activities focrearoject, it is said to be
caused by

UJ

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 potj management because it
involves the coming together of different peopleathieve a goal. Expectedly,
these people have different opinions, expectatimadies and methods of
working. In essence, the fact that many people wiay not have had any
dealings with each other in the past are involved project is one of the very
reasons that conflicts arise. Therefore, the fasusot to try and eliminate
conflicts but to make sure that if and when theydour, there are mechanisms
for resolving them because if conflicts are notegithe attention they require,
they breed unpleasant circumstances that haveoteatal to derail the project
or destroy it. This is why conflict resolution isagamount in project
management, and it is without the power of thegmomanager to ensure that
situations that can escalate conflicts are checkedavoid unpleasant
circumstances. Prieto, Cobo, Ortiz-Marcos and Unub@015) that conflict
resolution is a key issue to manage when dealitig éwerse stakeholders.

Villax & Anantatmula (2010) observe that there diferent types of conflict
and each one influences the project environmeffieréifitly and each one is
managed differently with a different approach. thes words, there is no one-
size-fits-all conflict resolution in project managent as conflicts are caused by
different kinds of factors and each must be treateds merit.

Stephen & Robbins cited in Villax, C. & Anantatmul. S. (2010) note that
over the years, three different views have develagg®out conflict in projects
and organizations, and each perspective deternieapproach to resolution



that is adopted. These three views are the tradiltidoehavioural view and
interactionist views. In terms of their approachtsvards conflict, the
traditional view sees conflict as a negative andrasst be avoided. In this
view, the job of the manager is to ensure thatlu@ithat fosters harmony is
created in the behavioural view, although confikchegative, it is natural and
inevitable therefore, managers should encouragdlicdomather than try to
eliminate it. The view also believes that conftiein produce positive results if
handled properly. On the part of the interactiomigw, conflict should be
encouraged up to a certain level because condlinets to increase performance,

and low conflict can lead to less innovation, lessange and fewer
improvements for the organisation.



The three views are diagrammatically representémirbe
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Fig. 9 Adopted from Villax, C. & Anantatmula, V. 010)

Miller (2021) has given ten strategies that canatdepted to resolve project
conflicts however, they are not exclusive. These1grset guidelines, 2) active
listening; 3) avoid force and intimidation; 4) erabe conflicts & learn from
them; 5) encourage team collaboration; 6) use theep of compromise; 7)
constructive criticism 8) pragmatic decision makargl 9) appoint a mediator.

1. Set Guidelines:This strategy is considered beneficial in lowerihg chances
of project conflicts occurring. In this strateghetteam members are given
clear guidelines on matters such as the expectedvimirs from the outset.
They are made to understand the team hierarchyregtting relationships,
how to work to align with the organizational goaltsd more. The advantage of
this strategy is that everyone knows the guidelimems the start and so the
chances of miscommunication are reduced thus, logighe probability of
conflicts.

2. Active Listening: Most project conflicts occur because there the igmrt
involved are not listening to the viewpoints of thiber. When there is active
listening, it becomes easier to listen and geé#orl the viewpoints of everyone
involved in the conflict. Because projects usualigvolve different



stakeholders, the tendency for varying interesist&x@and people act based on
their interests. It, therefore, means that eaclsqmeshould be allowed to air

their views and those views should be subjectedhtmased problem-solving.

It is also important to ask questions to clarifglayet to the facts of the matter.
So active listening makes one go deeper than tHacgulevel to understand

positions, views, emotions and so on.

. Avoid Force & Intimidation: Oftentimes, leaders try to resolve conflicts
through intimidation and force. This involves enigggone’s authority to get
people to act in the way the leader desire. The $$rict approach to conflict
resolution and may not always bring about the desiesults. The project team
may be cowed to toe the line of the leader, bt ¢hin be temporary as it does
not give room for the independence of action amdigiht. In the short run, it
may appear to be effective but in the long runcréates an uncomfortable
environment that discourages interaction between |&#ader and his team.
When emotions, anger, and frustration are left dresbked, the probability of
them resurfacing is high. The onus, thereforenishe leader to remain calm in
the face of conflict resolution. It is important listen to the concerns that all
team members have. The focus should be on having efiactive
communication system at work in the environment.

. Embrace Conflicts & Learn from Them: Conflicts are inevitable and cannot
be completely ruled out in the work environment.rbtaver, not all conflicts
are bad as some can be an opportunity for growthdvelopment. Because
team members have their views on certain thingsdbacern them and their
work, it is not unlikely that they would questiameim. Such occasions can be
seen as an opportunity to bring positive changdbeamrganization because in
hearing team members’ viewpoints, room for chasgaade and it can also be
an opportunity to address the concerns and préugme occurrences.

. Encourage Team Collaboration: Encouraging team collaboration is also an
effective strategy for conflict resolution in proje management. In this
strategy, all involved in the conflict arrive atsmlution that everyone is
satisfied with. Here opinions are sampled so thatsoblution that is arrived at
is acceptable to all. An example of this is a siamawhere a collaborative
technique is applied in a disagreement that hadotevith work distribution.
This technique ensures that the work is equitaldiriduted in such a way that
no single individual in the team is overburdenede @dvantage of this is that it
fosters satisfaction and builds team morale.

. Use the Power of CompromiseThe compromise approach calls on the parties
to make sacrifices by yielding to some beliefsdwais for the greater good of



the team. In essence, rather than maintain a fpest, the parties are
encouraged to collaborate and work towards a comteam goal. When
successfully applied, this technique can resuliriramicable resolution of the
conflict as all involved in the conflict situatiasit down together to discuss,
negotiate, and exchange ideas.

7. Constructive Criticism: Constructive criticism is concerned with giving
feedback that is specific, and also giving workathlggestions. In essence, the
suggestions that are given are not general aduteather ones that come with
recommendations on how to make positive improvemeAt leader who
employs constructive criticism approach bases bigsibns on the changing
needs of the team. Based on that they make desisham are balanced in both
emotions and reasoning. By so doing, they emplogmphatic approach to
solving team conflicts. Explaining further, Promof(2021) said with
constructive criticism, when a conflict arises, thader analyzes both sides of
the issue. All the parties to a conflict get a felance to speak out and add
their inputs. With everybody’'s feedback, a pragmé&iader tends to take an
unbiased view of the situation. Not just solving iimmediate problem, they
also learn from the conflict and put in place eifex preventive measures for
the future.

8. Appoint a Mediator: In this strategy of project conflict resolution,tlard
party is brought in to resolve project conflictdieTmediator acts as a bridge
between the conflicting parties. He listens veryetdly to the parties to
understand. The objective of the mediator is tauenshat the team members
go beyond arguments and help them to reach a mytuaheficial agreement.
The mediation technique resolves quite difficulnfticts and is faster, less
time-consuming and minimally stressful.

Self-Assessment Exercise 3

Attempt these questions to measure what you haratlso far. This 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




4.0 Summary

Conflicts are inevitable in a project environmergcause of the multiple

stakeholders and teams that are involved. Promaflicts arise as a result of
many factors including cultural differences, pewmday differences, and team
environment among others. While there is the teagiéo see conflict as bad,
the truth is that conflicts can be good or bad. l#/good conflicts are desirable
because they tend to lead to growth and developrttenbad type can be quite
destructive and damaging if left unattended. Ptojenflict resolution comes

in many different approaches. Many techniques pr@hes are available for
resolving project conflicts and each one has tsndiant peculiarities. There is
a need for the right one to be applied in a giveragon for effectiveness.

This unit has looked at the definitions of the agptoof conflict in project
management. It has also looked at some of theriatitat can breed conflicts
in the project environment. Also, some project dohfesolution strategies
were considered.

5.0 Tutor-Marked Assignment

1. Outline and explain five causes of conflict in ffreject environment.
2. Mention and explain four strategies of project ¢tiohfesolutions.
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7.0 Possible Answers to Self-Assessment Exercises
Attempt these questions to measure what you haratlso far. This should
not take you more than 5 minutes.

SAE 1 Conflict

SAE 2 Poor planning
SAE 3 Traditional approach




