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within the constraints of time and cost. Everyone
who is involved has got to agree on what the project
is trying to achieve and be committed to it.

Any project has to satisfy three feasibility criteria:

B The fechnical criterion — is it going to work?

B The business criterion — are the cost and
timescale right for the business as a whole? Is the
return big enough to justify the risk?

B The functional criterion — will the result satisfy
the end users?

Approval to go ahead with the project should not be
given unless it satisfies these three criteria. Once it
has been decided that the project is feasible, the rest
of the planning activities can be carried out.

There are many planning documents in project
management, including:

B the activity plan, showing the timescale of the
project activities in each phase, with their
resulting end products (deliverables)

B the resource plan, showing what skills are
required, and thus who will be involved in the
project

B the budget plan, detailing all the costs for the
required resources.

A small project may only need a few planning docu-
ments, but more complex projects will require many
different plans at various levels of detail. It is gener-
ally best to start by producing overall plans for the
entire project, to provide the ‘big picture’, and then
fill in the detail through a process of progressive
elaboration, with the most detailed plans often
progressing on a rolling-wave basis, that is, one or
two time periods ahead of project execution.

Organising

Simply stated but not simple to achieve, organising
is about arranging the people, material and support
resources in a project to meet the project’s commun-
ication, integration and decision-making needs to
achieve on-time project delivery. Organising
includes identifying the project tools, methods and
templates to use, the reporting relationships and
even the types and frequency of meetings. Increas-
ingly, projects cut across departmental boundaries
and the appropriate organisation will often be a
temporary arrangement, consisting of a project
manager supported by a team of staff drawn from

Directs the PROJECT
project BOARD
Runs the project PROJECT
day to day MANAGER
Supervises the PROJECT TEAM
project team LEADER
Carries out the PROJECT
activities TEAM

Figure 1.2 Simple project organisation
structure

various quarters with the appropriate skills for the
needs of the project (BS 6079-1, 2000: 5).

At the start of a project, an organisation structure
should be set up which defines for everyone:

B what their role is
B their responsibilities
B who to report to.

The right structure is important to ensure that
everyone:

is committed to the project
knows what is happening
communicates effectively
has common objectives.

A simple project organisation structure is illustrated
in Figure 1.2. The responsibilities of the project board
are to direct the project and make sure that everything
is proceeding according to the plan. It is the project
manager’s responsibility to run the project on a day-
to-day basis and ensure that the objectives and
milestones are met on time and within budget.

Controlling

Controlling means making sure that the project is
managed as specified in the planning documents and
that attempts at organising become a reality. In this
way planning and organising are used to transform
resources (inputs) into tangible deliverables
(outputs), not just something jotted down on a piece
of paper and forgotten.
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Programme management services and
benefits

Our programme management services provide
senior management with a strategic overview of all
interdependent projects in progress within the
company. To ensure that the structures for managing
these projects are in place and they continue to sup-
port the objectives of the business. To provide a
comprehensive management service including:

B programme definition

B programme management

H programme closure.

Programme management benefits can include some

or all of the following:

B Provides a mechanism for prioritising projects to
best achieve business objectives.

B Ensures that projects continue to meet business
objectives and strategies.

H Allows better management of
dependencies.

m Contributes to the optimisation of resources
across projects.

B Provides visibility of delays or overspends early
enough to allow correction.

B Reduces administration time of project managers
by using structured templates and/or the services
of a project office.

inter-project

Source: Programme Management Services,
Applied IT Limited,
http://www.appliedit.co.uk/services/servicesprogman.htm

management methodology can help achieve this. The
Insights from Industry box shows the programme
management services and benefits advertised by a
firm of consultants called Applied IT.

Programme management is discussed at greater
length in Chapter 3.

History of project management

Champions of project management often laud the
profession by recounting the visible accomplish-
ments of mankind throughout history: the Egyptian
pyramids, the Roman viaducts, the Great Wall of
China, to name a few. Yet, while their artefacts may
remain, for projects beyond even a couple of

centuries ago there is scant information on how they
were managed, let alone how well they were
managed. Given what we know about the history of
civilisation, it is plausible to assume that thousands
of captives and conscripts were used to populate the
teams supporting these projects. They were often the
handiwork of vast armies of tradesmen. We are told
in the Bible, for instance, that 24,000 workers —
stonemasons, woodcarvers and the like — were
dispatched to build the original temple of the
Israelites, while another 6000 served as ‘officers and
judges’ (I Chronicles 23:4). To that extent, what we
think of as project management today would have
little in common with the methods used to manage
projects in antiquity.

The history and evolution of modern project
management is closely related to several major influ-
ences, each of which has helped to shape and form
the discipline we now call project management. The
five major influences are:

1. development of management thought
creation of special tools and techniques

3. development of information and communication
technologies

4. socioeconomic and political influences

5. expanding scope of project management.

Development of management thought

Early management thinkers and philosophers, such as
Thomas Owen, Frederick Taylor, Henry Gantt and
Henri Fayol, have shaped the way we do business.
The theories and approaches they proposed have
continued to evolve to this day and have been a
major influence on our understanding of project
management. Since the nineteenth century, manage-
ment thinking has moved through the cold,
calculated efficiencies of scientific management, in
which the system and its mechanistic needs were
optimised at the expense of the human needs of its
workers, to modern contingency theories of leader-
ship, emphasising the individual needs of the worker
in a changing environment.

Creation of special tools and techniques

The rise of project management as a distinct disci-
pline is usually associated with the activities of the
US navy in the late 1950s and 60s. This was the era
of operations research and the development of new
tools and techniques, including programme evalua-
tion and review technique (PERT) and critical path
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method (CPM). Even today, project management
journals are peppered with articles about how to
schedule project activities and resources to reduce
uncertainty and increase productivity, reliability and
quality (Themistocleous and Wearne, 2000).

Development of information and
communication technologies

With the start of the IT revolution in the late 1960s
and 70s, project management found a new impetus.
The computer offered operational researchers
massive new possibilities to improve project
management by computational power. Over the next
20 years, tools and techniques moved from main-
frames, to minicomputers, microcomputers and
finally to PCs. Information technology has brought a
wide range of operational tools and techniques within
reach of anyone involved in any size of project,
where previously skilled draughtsmen had to be
employed to draw and plan project networks.

More recently, project tools have started to migrate
away from the PC and onto the internet, reflecting
the current globalisation and convergence of
business, information and communication technolo-
gies (ICT). Today, technology enables diverse and
geographically separated teams to work together on
large and complex projects. Whilst there is little
doubt that these huge strides in IT have contributed
to the maturity of project management as a disci-
pline, improvements in project management
performance have not been able to maintain the same
pace. There is a growing realisation that project
management performance is more closely related to
the softer skills of people management than the hard
skills of operational research.

Socioeconomic and political influences

Project management has also been driven by political
and socioeconomic forces. The development of the
Manhattan project (the first atomic bomb) was a
megaproject that required new techniques. Putting a
man on the moon, creating new weapons and defence
systems are huge projects that demand special tech-
niques. Responding to natural and man-made
disasters, such as the floods in Honduras, 1999, the
release of toxic gas by Union Carbide at Bophal,
1984 and the Challenger space shuttle explosion,
1986, have all put pressure on organisations and
governments to deal with uncertainty in projects
better and faster.

st = T
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Expanding scope of project
management

A fifth influence has been the changing scope of
project management as a discipline itself. Early work
by the US navy focused on probability and event
management; cost control was less important.
However, the construction industry was interested in
cost and time trade-offs and the effective manage-
ment of resources. The World Bank brought in life
cycle costing in 1968, expanding the scope of project
management to include operations, maintenance,
decommissioning and disposal. Small differences in
design were seen to be linked to significant financial
implications over the life of a product. In more recent
times, the scope of project management has also
increased at the front end. Whereas, in the past,
managers decided what products and projects to do
and then handed the process over to others (for
example project managers) to get on with it, today,
the link between strategy and project management is
increasingly seen as a part of the project management
process. The cost-benefit analysis, prioritisation and
selection of projects in line with the strategic goals
and objectives of a business are now firmly on the
project management agenda.

Visit the website

http://www.palgrave.com/business/gardiner

D to view the supplementary section: ‘Project Management —
An Historical Perspective’ for a fuller discussion of the role
of management thought and the development of modern
project management, together with a timeline of significant
events

The future of project management

A discipline for professionals or an avowal of faith?

As a discipline and a profession, project manage-
ment has matured over the past 50 years and is now
represented by several associations and institutes.
Thousands of people are joining these organisations
every year from a growing range of sectors, disci-
plines and supply chains. Even so there are
continuing debates over the future of project manage-
ment, as shown in the next Critical Considerations
box which contains a discussion of some of these
issues by Alan Webb.

The project management associations and institutes
are a testimony to project management as a vocation
requiring higher learning; however, most academics
generally agree that project management lacks a
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CRITICAL CONSIDERATIONS

PROJECT MANAGEMENT - A DISCIPLINE IN
ITS OWN RIGHT OR JUST ANOTHER
MANAGEMENT APPROACH

Bodies of knowledge

Professionally, project management has come of age
through the formation of national associations for
project management and the formation of a body
with worldwide recognition: the International Project
Management Association. We might look to those
associations to find a unifying philosophy but here
one will be disappointed; although they have made
great strides to bring together all the strands that
make up Project Management it is significant that
they have chosen to call their combined efforts The
Body of Knowledge. There is no disagreement
between the members on this name, for that is
exactly what it is: a collection of techniques and the-
ories but lacking an accepted unifying philosophy.

Can project management survive?

If project management, as it stands at the moment,
is no more than an expedient set of tools and tech-
niques that can be used in certain common situ-
ations, can it survive in the longer term as a separate
discipline or is it in danger of being subsumed into
the overall process of general management? The
fact that practicing project managers are already
debating this point must indicate a danger is per-
ceived. This danger may actually be exacerbated by
the current trend to change the emphasis of the
process to one of management by projects. This
change of emphasis contains the hidden implication
that the project approach is a new methodology that
can be applied to the process of general manage-
ment, that is to say, all management actions can be
constructed along the project model. That, of
course, is a mistake as there are many management
tasks that do not easily fit that model.

However, even without an overall philosophy, and
in the wake of both successes and failures, project

management does provide a current solution to a
particular type of problem that is quite distinct from
those activities that are ‘processes’ and distinct
again from the activities of ‘commerce’ or ‘finance’.

How to ensure the success of the unique endeav-
our is a problem that is not going to go away and the
project management approach looks likely to be the
only one that will provide answers in the near future.
However, the demands of the approach are becom-
ing ever more deeply embedded in software tools
which are increasingly seen as essential elements of
the process. Those tools are becoming easier to use
at an individual level but the interrelationship
between them is becoming more complex as the
process grows in sophistication. It may well be that
for many of the smaller projects, the full rigours of the
procedure will be seen as inappropriately complex or
expensive which in turn will lead to a recourse to ear-
lier methods or an abandonment of the ‘project’
approach altogether.

Project management gone mad

There is no doubt in this writer's mind that some
firms have shown signs of ‘project management
gone mad’ with every activity and initiative being
labeled a ‘project’” with somebody, often in far too
low a position, given the title ‘Project Manager’ how-
ever inappropriate to his or her real status or effec-
tiveness. This only cheapens the project approach
and hastens its demise as ineffective project man-
agers will surely discredit the process more quickly
than anything else.

The professional bodies probably provide the best
assurance for the future of project management as a
distinct discipline if only for the reason that as long as
they exist they will emphasise its distinctiveness.

Source: Webb (1996) 8(5): 8-9, ‘Project management —
40 years young and still looking for a philosophy’,
Project Manager Today, May

1. What are the arguments for and against project
management as a ‘separate discipline’?

strong theoretical base. Even the various bodies of
knowledge that have been published are not based on
a series of premises, from which a strong consistent
theory is derived, but more on conjecture. For
example, the APM’s Body of Knowledge (APM,

2000) is based more on empirical evidence than
certain knowledge. Even the age-old triple
constraints of time, cost and quality are increasingly
viewed as incorrect or even ‘dangerous’ as determi-
nants of project success (Morris, 1988). There is a
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growing body of evidence that the single most
important contributor to project success is to agree
the success criteria with the stakeholders at the start
of the project (Turner, 1999). Chapter 10 has further
information on the determinants of project success
and failure.

As a relatively young discipline, the challenge for
the future of project management is to develop its
theoretical basis. This does not mean continuing to
develop and adding to the extensive list of tools and
techniques already used by practising project
managers, but rather developing a set of premises
about:

B the purpose of project management

B the criteria and factors for judging and achieving
success on projects

B what constitutes good project management
practice.

Project management maturity models enable
organisations to score themselves against key
processes in project management. These models are
developed by applying total quality management
principles to best-practice project management. An
organisation can use the results of a maturity model
assessment to plan future improvements and
enhancements to their project management practices.
See also Chapter 10.

Associations, standards and
journals

Project management associations and
institutes

Associations and institutes exist to promote under-
standing and awareness of project management. They
publish articles and books, create guides on the body
of knowledge of project management, contribute to
the further development of that knowledge by organ-
ising conferences and seminars, and they also
provide certification against professional project
management qualifications. A selection of associa-
tions and institutes are described below.

The Association for Project Management, UK
www.apm.org.uk
E-mail: secretariat@apmuk.demon.co.uk

The Association for Project Management (APM)
exists to help its members and advance and promote
the profession of project management, its skills and
practice. It is the only UK-based organisation dedi-

cated to advancing the science of project manage-
ment and the professional development of project
managers and project management specialists. It is

affiliated with the International Project Management
Association (IPMA) based in Zurich, Switzerland.

International Project Management Association
http://www.ipma.ch
E-mail: ipma@btinternet.com

The International Project Management Association
(IPMA) is a federation of independent national project
management associations worldwide. IPMA is a non-
profit-making, Swiss-registered organisation, with a
secretarial office based in the UK. Its function is to be
the prime promoter of project management interna-
tionally, through its membership network of national
project management associations around the world.

Project Management Institute
http://www.pmi.org
E-mail: pmihq @pmi.org

The Project Management Institute (PMI), based in
the USA, is a non-profit-making professional organ-
isation dedicated to advancing the state of the art of
project management. The PMI establishes project
management standards, provides seminars, educa-
tional programmes and professional certification for
project leaders. The PMI website contains many
useful links.

Australian Institute of Project Management
http://www.aipm.com.au
E-mail: marisa@aipm.com.au

The Australian Institute of Project Management is
the professional association for project managers and
project management users in Australia.

For details of other project management associations
visit any of the following links:

www.ctsolution.com.my/pmlinks.htm
www.ipma.ch/natassoc.htm
www.wst.com/library/pmlinks.html

Project management standards

There are several international and national standards
that relate to project management in the UK and the
USA:

B The International Organisation for Standardisa-
tion (ISO) (central @iso.org) has published
two standards on project management, one
about terminology and the other about quality
guidelines:

it at] >
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m [SO 15188, 2001 Project Management Guide-
lines for Terminology Standardisation

m ISO 10006, 1997 Quality Management —
Guidelines to Quality in Project Management.

B The British Standards Institution (www.bsi-
global.com) has published a standard in three
parts relating to project management:

m BS 6079-1, 2000 Project Management — Part 1:
Guide to Project Management

m BS 6079-2, 2000 Project Management — Part 2:
Vocabulary

m BS 6079-3, 2000 Project Management — Part 3:
Guide to the Management of Business-related
Project Risk.

B The Project Management Institute Standards
Program (www.pmi.org/standards) is a compre-
hensive approach to evaluating and developing
project management standards which are useful
and practical to the conduct, certification and
understanding of the project management disci-
pline. The mission of the Program is ‘to assist in
improving the understanding and competency of
experienced and new project management prac-
titioners and customers worldwide’. The PMI’s
Guide to the Project Management Body of
Knowledge (PMI, 2000) is now approved as an
American National Standard (ANSI/PMI 99-
001-2000).

B Global Working Group on Project Management
Standards (www.aipm.com/globalstandards) was
established to facilitate communication between
those committed to the development of project
management as a global profession supported by
globally accepted and relevant standards.

Visit the website

www.pmforum.org/prof/standard.htm

) for details of other standards relevant to project
management

Journals

The following journals and magazines are useful
for research and keeping in touch with the latest
thinking about project management theory, tools
and techniques:

International Journal of Project Management

www.elsevier.nl

This is a technical journal which focuses on the
advancement of project management techniques and
methodologies. It is the official journal of the Inter-
national Project Management Association.

Project Management Journal

www.pmi.org/publictn/pmjournal/index.htm

The professional journal of the Project Management
Institute. It aims to advance the state of the art of the
knowledge of project and programme management.
It covers both the theory and practice of project
management.

Engineering News Record (ENR)

ENR has a long history of being a resource to
project managers with regular articles on project
management.

PM Network
www.pmi.org/publictn/pmnetwork

This is the professional magazine of the Project
Management Institute.

Project

The Magazine of the Association for Project
Management. Contains short stories and articles
related to project management.

Project Manager Today

A UK publication which keeps project managers up
to date on project management techniques, tools and
methodologies. The publication often includes
reviews of the latest in project management tools.

Project Magazine

WWWw.projectmagazine.com
Free online magazine dedicated to the practical side
of project management.

Visit the website

http://www.palgrave.com/business/gardiner

D for details of project management discussion groups and
other information resources on the internet

Personal fraining and education

‘The majority of project managers do not know that
they are project managers’ (Hartman, 2000). With this
in mind, and the growing number of people who find
themselves managing a project, the need for good
quality education and training is clear. Statistics show
that projects continue to come in late and over budget
(Standish, 1995). Organisations continue to abandon
projects before they are complete. Some of this can be
attributed to the failure by some project managers
(many of whom began their careers as professional
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engineers) to realise that project management is first
and foremost about people and then tools and tech-
niques. Unfortunately, until recently, the majority of
consultant-based training has been firmly focused on
the latter, to the exclusion, or sidelining, of the
former. Project management is a truly interdiscipli-
nary and integrative subject (PMI, 2000; APM, 2000;
Turner, 2000b). The range of subjects that effective
project leaders need to be competent in is at least as
broad as the academic syllabuses of many business
and management degrees, including MBAs.

Although project management training cannot
guarantee project success, it can help to avoid igno-
rant project managers. The huge increase in interest
in the subject over the last few years means that there
is a variety of training resources to meet a wide range
of needs. Project management training can come in
several forms:

B On-the-job experience. Project management is
essentially a practical discipline and there is
nothing like on-the-job experience to develop a
project manager’s skills

B Mentoring and work shadowing schemes giving
one-to-one guidance

B Benchmarking studies; learning from the best

practices of others

Short courses

Intensive courses

A module in a degree programme (undergraduate

or postgraduate)

B Professional certificates and qualifications, for
example the PMI’s Project Management Profes-
sional (PMP) certificate, the APM qualifications
(APMP, MPMP, CPM), or the PRINCE Prac-
titioner Certificate

B A diploma or degree by full- or part-time study at a
university or other institution of higher education

B Competency-based qualifications. People with
existing project management skills can work
towards a competency-based qualification, for
example the UK National Vocational Qualifica-
tions (NVQ) scheme. See also the Australian
National Competency Standards for Project
Management and the IPMA Competence Base-
line (IPMA, 1999).

In many cases, training can be provided by distance
learning, for example see the Insights from Industry
box below, or via online registration, which can be
very convenient for the full-time project manager.
Some educational establishments and training
providers are accredited by the relevant national
project management association. This helps to main-
tain the quality of the training provided, and provides a
measure of consistency and standardisation concerning
the topics covered and the terminology used.

FUTURE LEARNING
from SYSTEMS

Future Learning Systems provide project manage-
ment training by distance learning to large and small
companies. For example, ICL have recently placed a
contract for a product called Project Curriculum to
enable staff throughout the UK to increase their
knowledge through the flexible learning provided by
distance learning modules. The courses chosen by
ICL cover planning, cost management, risk and the
newly launched module in resource management.
The contract comes on top of other recent new
orders from Costain, Dunlop Aviation and Mirror
Group Newspapers.

Source: Project, 2001, 13(10): 8
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PROJECT MANAGEMENT
in action

The making of a city
technology college

City technology colleges (CTCs) were
conceived in the UK, based on the US
model of ‘magnet’ schools.

We believe there is an urgent need to

create more choice in education prov-
ision to broaden the educational oppor-
tunity in urban areas. | have therefore
decided, with the enthusiastic backing
of the prime minister and my col-
leagues, to launch a pilot network of
new schools in the urban areas includ-
ing disadvantaged inner cities. These
will be called city technology colleges.
(Kenneth Baker, former UK education
secretary)

The following dialogue was taken

from an interview with an architect
about a project to build a new CTC. The
project was one of several CTCs being
built in the UK at that time.

The sponsor was a consortium made
up of local businesses in partnership
with the Department of Education and
Science (DES). The architect telling the
story was employed by the sponsor as
an independent adviser. Most of the
design work was done by a different
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firm of architects working for the build-
ing contractor.

Question: How did the project begin?

Answer: The original proposal from the
DES was to refurbish an existing
school. The DES had identified a site
and produced preliminary plans. But
the sponsor didn’t want a refurbished
school. They wanted a new school. The
scheme proposed would have resulted
in ten different level changes to the
original building. It was a mess ... a
complete shambles. The sponsor
threatened to pull out.

Question: Then what happened?

Answer: Finally, at the last minute, the
DES said: ‘OK, you can have a new
school, but you still only get the same
budget and timescale.” So the DES
scrapped the initial scheme they had
proposed and turned it into what they
called a ‘design and build’ scheme. In
fact it wasn’t strictly design and build,
more of a merger of two different types
of contract: a management contract
and a design and build contract.

Anyway, the DES presented the new
scheme to the sponsor. By this time the
sponsor had already chosen their pro-
ject manager, a guy called David
Wright. A particularly talented guy. I've
got to say his drive and vision are out-
standing. He’s extremely good.

He had been given the preliminary
documents for the new scheme and
decided with the DES’s blessing that he
wanted his own professional team to
advise him, and so he appointed our-
selves as architects, and the XYZ Part-
nership as quantity surveyors (QSs).

Question: Were there any problems?

Answer: Time. David gave us the pro-
ject documentation (nothing detailed,
just preliminary plans) and said: ‘We are
about to go to tender on this.” We were
given just two days, the QS and our-
selves, to work through it and respond.

Question: How did you get on?

Answer: We went back to him two days
later and said: ‘If you build this you
have got a disaster on your hands ... or
build it without us.” It was a load of rub-
bish. He accepted our advice and so
we went back to the DES saying: ‘This
doesn’t work’. Then we rewrote the
method.

We received educational input from
the educational advisor that worked for
the DES. He was already in place and
had his own architects and his own QS.
Between us we were able to produce a
project charter that was capable of
being achieved in design terms with a
variety of solutions. There were a lot of
specifications but we left the design
open. That’s the whole point of a
design and build contract. You tell the
contractor what your requirements are
and give him the freedom to come up
with the best design. That way there
should be fewer problems building it.
Even so, the project charter was really
big. You’re talking 500 pages. We tried
to give the maximum range of options
to the architects of the contractors that
were invited.

While we were drafting the new doc-
umentation, we did an initial trawl of
potential building contractors, check-
ing them out. The tenders (including the
project charter) went out to ... | think it
was six contractors.

Question: How did you narrow it down
to just one contractor?

Answer: We had question and answer
sessions during the tender period
because the speed of response needed
from the contractors was very, very fast
and it was much quicker to set up a
whole series of meetings to answer any
questions than to set up a heavy paper-
work process. They were very much
treated as a design team member right
from the word go.

When we had received the final sub-
missions we carried out interviews to
assess their suitability. The QS, our-
selves, the DES, and the educational
advisor, in particular, all had very strong
assessment criteria. We set up a matrix
of what we felt were the important crite-
ria, and measured each scheme
against them. It was a robust method of
measurement. Each of us went through
it and then we brought our individual
assessments together, and came to an
agreement.

Question: Were the contractors aware
of the criteria used?

Answer: Yes. The criteria we used were
written into the invitation to tender doc-
uments. The contractors answered var-
jous questions as they went. Some of
them were quantitative, to do with floor

area, for example. Others were more
subjective, to do with, say, their under-
standing of the brief.

We asked questions such as: How
well did the building adapt to change in
education? How is cross-curricula
activity catered for? Is the management
of the school dispersed or centralised?
What’s the ability of the building to
extend? What'’s the ability of the build-
ing to alter during the construction
phases, because we knew that we had
gone so fast, and that we were going to
actually continue designing whilst we
were building. The programme needed
to be flexible.

We also assessed the contractors by
the team they put forward. We insisted
on seeing the team, the actual people
running it.

Question: Before you appointed them?

Answer: Oh yes. We insisted on having
the project manager, and one of the site
foremen, they would put on the job
right from day one. We weren’t too
interested in their marketing manager.
We'd also insisted on their QS being
there, their architect being there, and
their services engineer. We felt, right
from the word go, that the project man-
ager was the key. If he didn’t want it to
work, it wouldn’t work. | mean | must
say several of the contractors have got
very good project managers, certainly |
can think of three who would probably
have done it.

Question: Was anything else important?

Answer: The chemistry needs to work,
between the individuals involved. The
system has to be there, but if the chem-
istry is right it makes the system work.

Interviewing gives you a start. |
wouldn’t like to say that it’s fully robust
because if somebody has a nervous
breakdown, his wife has a baby or the
company goes into receivership in the
middle, well, their characteristics may
change.

Question: What happened next?

Answer: Once the tender was accepted,
the contractor was involved in the
detailed design. He had his own archi-
tect, who worked extremely closely with
us. We had interface meetings with the
contractor and the contractor was very
open with the design team. The only
way to work was to be able to say
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between us, ‘look, we can afford this by
doing this’, or, ‘we’ve got money spare
here but we haven’t got enough money
here’. So the design proposals and cost-
ings were constantly being renewed and
refined. We are talking about less than
every week.

The role of Dave Lynch, the educa-
tional advisor, was crucial. He is a for-
mer county education officer for
various areas, and very well known and
respected. He helped put together the
curriculum. For example, when we did
the design brief, we hadn’t got any col-
lege staff, all we had was a headmaster
who wasn’t even in the post at the time.
So Dave’s role was vital to get the edu-
cational balance right. We then agreed
to bring on board the head and the
deputy on a part-time basis from
Christmas ... sorry, from September,
and then we brought some of the key
staff on from Christmas. They did most
of the educational development pro-
gramme, resources and materials. They
were doing a lot of that at the same
time that we were building, so we were
constantly able to expand our infor-
mation base.

Question: In what ways would you con-
sider the project as successful or
unsuccessful?

Answer: The project was overwhelm-
ingly successful. The reason it was suc-
cessful was that everyone wanted it to
work. And the criteria we had estab-
lished helped solve all the problems.
We knew how much money we’d got,
we knew what time we’d got, and

therefore we agreed to make the best
possible decisions in the time available.
We had no illusions that there was a
perfect solution because there never is.
We developed a phrase which basically
was: ‘Making a decision was some-
times more important than the quality of
the decision.’ If we were 85-95% cor-
rect, it would be there. Take the
decision, get it built. And in fact it has
been borne out, because the quality of
decisions if we had waited longer would
have been very little better if any better
at all. For example, we could have
waited for the DES to agree the design
before contacting contractors. If we’d
followed the conventional approval line,
we’d have been waiting a very, very
long time. They, inevitably, weren’t
capable of responding fast enough.

Question: Were there any problems
regarding communication?

Answer: No, because when we started
the project, we sat down with the pro-
ject director and agreed what the
communication lines were, and they
were short. We had a project director
reporting direct to the sponsor and the
DES. We would attend as required to
make presentations. There was a short
link there. The sponsor’s project direc-
tor went to ourselves as architects on
all technical aspects, QS on costing,
and the educational advisor on educa-
tion issues. If there was any major
design or assessment to be done, it
would be done by the four of us, at
most. We would come to a conclusion
and that would be the end of it. A lot of

it was done by minutes. We would have
a meeting, decide something, and
record and action it by minutes and that
was it.

Question: Looking back, what is your
impression of the level of harmony, trust
and goodwill between participants?

Answer: Exceptional. You happen to
have chosen the best project | have
ever worked on for job cooperation.

We ran a day and a half project orien-
tation exercise, before it even went to
site, which the project manager, his
leading foremen and the QSs and
everyone else was invited to. It was fully
attended. We did it so that they knew
what we were trying to build and what
its purpose was. They were told about
national curriculum. They were told
about the way of teaching. They were
told about the concept of pupil assem-
blies. They were told about how child-
ren would use this space. So in fact they
had a very clear view, not just of the
bricks and mortar, but of the purpose
and why the timetable was so tight and
what they were being asked to achieve.

The project manager and others reck-
oned the orientation exercise gave them
a major insight into the project, so they
knew what they were trying to do. It
wasn'’t just a lot of bricks and mortar.
Right from day one, they knew what
they were doing, which basically means,
they knew what they were building, why
and what it was all about. And that does
give purpose to many of the operatives,
particularly to the people that supervise
the site operations.

QUESTIONS TO AID UNDERSTANDING AND DISCUSSION

1. There are several examples of good practice in this case. Which of the following can

you find?

fast tracking
leadership
scope change

team building

risk management

commitment to project success
communication and feedback
early assignment of the project manager

integration of different participants

short communication lines

use of advisors with expert knowledge.
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2. What impact would you expect each practice to have on the project?

3. Are there any examples of poor practice?

Summary points

Project definitions vary widely, reflecting the huge
variation in size of what people call projects.

The same principles of project management apply
whatever size a project is; the amount of project
management resource required, however, varies with
size and complexity.

Every project should have a clear beginning and end;
in reality these boundaries are often fuzzy.

Three primary characteristics of projects that set
them apart from other activities are that they are tem-
porary, unique and require progressive elaboration.
Other characteristics of projects are that they tend
to carry risk, be organisationally complex, trade
between time, cost and function, compete for scarce
resources, have single point responsibility and require
teamwork and leadership skills to succeed.

Project management is the planning, monitoring and
control of all aspects of a project and the motivation
of all those involved in it to achieve the project objec-
tives on time and to the specified cost, quality and
performance.

The management task in project management con-
cerns four activities in particular: planning, organ-
ising, controlling and leading/motivating.

Hard project management skills are generally techni-
cal skills such as planning and scheduling; soft skills
are people-related skills, such as communication,
leadership and emotional intelligence. Project man-
agers require competence in both.

Projects originate for a variety of reasons such as
market demand, business need, strategy implemen-
tation, customer requests, new technology, new leg-
islation, operations management, a crisis or a social
need.

Programme management is the coordinated man-
agement of a portfolio of projects to achieve a set of
business objectives.

Programme management is particularly concerned
with managing dependencies between projects such
as strategic, technological, resource and budget.
Five major influences in the history of project man-
agement are development of management thought,
creation of special tools and techniques, develop-
ment of information and communication technolo-
gies, socioeconomic and political influences and the
expanding scope of project management.

Project management is still an evolving subject.
Although it is not yet recognised as a scientific disci-
pline, it boasts many associations and institutes
offering services to hundreds of thousands of mem-
bers worldwide and continuing debate on the future
of project management.

A key challenge for the future of project management
is to develop a set of premises about the purpose of
project management, the criteria and factors for judg-
ing and achieving success on projects and what con-
stitutes good project management practice.

Project management maturity models enable organ-
isations to score themselves against key processes in
project management and plan for future improvements.
Project management training cannot guarantee suc-
cess but can help to avoid ignorant project man-
agers and business managers, so that both can use
and apply project management resources more
effectively.

Visit the website

http://www.palgrave.com/business/gardiner

D to test your understanding of the learning objectives for
Chapter 1 using multiple choice questions

In the next chapter we shall be considering projects
as systems and introducing the life cycle of a project
from generic and industry-specific perspectives. The
importance of people in projects will be highlighted
and the use of fast tracking and the PRINCE 2
methodology introduced.
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