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Chapter I
Concept and Purpose

The overall purpose of this document is to help reduce the time spent
on organizing. With limited budgets and increasing workloads, we
have to be more efficient and effective in how we organize and manage
projects and even the Bureau's day to day business. This document is
intended to serve as a "manual of good advice" for managing projects
and to provide some insights into management. It presents
suggestions, tools, and experiences that can improve BLM's work
output.

Projects grow out of problems or opportunities and are a way of life
with BLM. When a decision is made to do something about a problem
or opportunity, a project is created and someone is given the
responsibility for carrying it out. Resource management plans,
environmental impact statements, staff studies, and other documents
and activities are examples of Bureau projects. Additionally, we
sometimes have to solve problems that fall outside the normal Bureau
systems. What happens when a proiect is assigned? How do we
organize? What are the problems and potential pitfalls? How do we
resolve conflicts and how do we deal with each other? More
important, how do we succeed in addressing problems and solutions in
a timely way? Last, how do we pass on the skills, knowledge, and tools
to others?

This document was conceived when the Alaska Planning and
Environmental Coordination Staff had to develop a presentation on
project management. We asked if there wasn't a better way to share
our experience so new project leaders, managers, and others could
have a desk compendium of some basic techniques for managing
projects. This document expands upon some of the topics covered in a
preplanning contract course and on other guidelines that make for
successful project management and make managers successful. These
guidelines provide insight into the roles and responsibilities of the
project manager and into the field of project management.

As importantly, this document lists ideas, actions, and demonstrations
that can set the stage for improving interpersonal relations and can, in
turn, improve productivity, performance, and proficiency. While
project management connotes the idea of transience because the project
is not permanent, the relationships to groups and management and
leadership skills are a standard way of conducting business in BLM. A
successful project manager or any manager must have a high tolerance



for ambiguity, a good working understanding of management
principles, consummate people skills, close identification with the
goals of the organization, and the maturity to deal in an open problem
solving, face-to-face atmosphere. Therefore this paper examines
human resources as a key part of project management and
management in general.

This document is a compilation of information for project managers
and other managers, but it is not meant to be read from start to finish.
Rather, it should be used as a desktop aid. To use this document, find a
general topic of interest in the Table of Contents and go to that section.
For example, for ideas for effective team building you would turn to
page 65. If you are interested in a project plan checklist you might look
at the example on page 26. If you have a longer time, you might wish
to focus on a specific chapter. Chapters I through VI deal with aspects
of project management. Chapters VII and VIII focus on interest groups,
the public, and communications. The presentations are in no
particular order of importance.

All of the sources of this.document are listed in the Bibliography, but
specific reference should be made to Project Management for the
Design Professional by Burstein and Stasiowski, Project. Management-
—-A Systems Approach to Planning, Scheduling and Controlling by
Kerzner, and Project Management—From Idea to Implementation by
Haynes.

A number of people helped review this and their help is gratefully

appreciated. Any errors of comission and omission lie strictly with the
author.



Chapter II
Project Management

Project management is something everyone does naturally.

Whenever you are planning an addition to your house, or
masterminding a surprise party for a friend, you are managing a
project. Project management assists in achieving many of our personal
and business objectives.

A Project Management Concepts

Project management can be defined as the function of

1. Selecting the objectives of our enterprise (or project) and the
strategy for carrying out the project.

2. Determining the requirements for completing the project.

3. Judiciously allocating the resources at our disposal to
complete each job in the project according to a master plan

*and schedule.

4. Controlling the entire process from point of decision or

commitment to completion.

Project management therefore is a way to focus on projects involving
many tasks and deadlines, and large staffs and budgets. In BLM such
projects take the form of major environmental documents; resource
management plans (RMPs); activity plans; and other special studies,
plans, and projects. A routine production job generally will not benefit
from project management. Project management does not promise
successful projects but attempts to define a workable plan, uses the plan
to document reality, and tries to foresee important problems or crises
before they arise. Several elements are considered imperative for
successful project completion:

A project team.

A phased approach.

A performance contract.

Standards and procedures.

Sign-offs and checkpoints.

Project planning and control systems.

AR el

A project is an undertaking that has a beginning and an end and can
best be described as the planning, scheduling, directing, and controlling
of the agency's resources for a relatively short-term project that has
been initiated to meet specific goals and objectives. In other words,
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projects largely consist of clear guidance and a plan for how and what
will be done by whom and when.

Often large in scope and short in duration, these typically complex
projects require diverse skills and multiple disciplines. A
comprehensive review is often needed as well as coordination at all
levels with other government agencies and the private sector. Projects
are often controversial and must be completed on a limited budget
within a relatively short time.

In many cases a team of specialists is assembled with a designated team
leader to complete the job. Since these teams are usually formed
outside the normal tables of organization they present special
management problems. Except for administrative purposes, they
operate as a separate organizational entity. To be successful, projects
require a special commitment from top management. BLM's need to
emphasize project management should be obvious.

Project management applies a set of principles and methods, for
effective planning of objective-oriented work, thereby establishing a
sound basis for effective organization, project direction, scheduling,
controlling, and re-planning in managing programs and projects.

The project manager is responsible for planning the project. An
unplanned project is usually plagued by unmet deadlines, false starts,
failed objectives, costly rewrites, and team unrest. The project manager
must bring to bear a proper level of organization so that the many
individual tasks can be carried out effectively. A typical BLM project
has many participants who must be directed so that each is following
the project plan. Equally important, a system of controls and feedback
must be established to ensure that all project objectives are met.

Project managers must bring together an interdisciplinary team and
manage a diverse range of activities from word processing to
environmental analysis. They must motivate team members from all
parts and levels of the organization to produce their best, often without
the authority to require that it be done. Project managers create a
vision of the result and articulate the value of completing the project.

Because it is difficult, the importance of project management cannot
be overstated. Often, major BLM projects have critical importance to
the agency and the user public. Many projects have important social

and economic ramifications, and successful project management

contributes greatly to the well being of the public and the success of the
whole organization.



B. Why Have a Project Management
System?

Project management differs from other management in two significant
ways. First, project management focuses on a activity with a finite life
span, whereas departments or other organizational units expect to exist
indefinitely. Second, a project's part-time need for resources can lead
to conflicts over sharing resources. A project management system then
can assist managers because it:

1. Helps project people adapt and adjust to changing
conditions.

2 Recognizes critical areas that need special attention.

3. Assists in crystallizing agreements on major issues.

4 Enables all persons involved in a project to see the whole

picture.

Helps define responsibility more precisely.

Provides a sense of order.

Assists in achieving coordination among the parts of the

organization and any outside contractors or agencies, to work

as a unit to achieve project objectives.

Minimizes guesswork. . -

Saves time, effort, and money.

0.  Provides higher management with a clear picture of the

status and direction of a project.

11.  Increases the effectiveness of planning.

12.  Assures proper expertise in all aspects of the project.

13.  Assures continuity despite turnover.

14.  Provides timeframes.

15. Measures accomplishment against current scheduled plans
and objectives..

16.  Provides for consideration of trade-offs in funds, workers,
time, and performance between critical and noncritical areas.

17.  Permits rescheduling and provides periodic evaluation of
plans. ‘

18.  Provides a historical data bank and project models for future
planning.

N

=0 0

C. What Does Project Management Do?

Probably the most significant benefit provided by project management
is the centralization of planning and control responsibilities in one
individual. Such centralization includes the following:
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Budget Cost Control. If a project has complete definition, it has
budgetary responsibility or at least cost control responsibility. The
control responsibility can be delegated to subgroups, but it converges at
the project manager's office.

Schedules. No cost control program is effective if not coupled with the
definitive schedule showing distinct, measurable, identifiable
milestones. The complexity of the project will set the detail of this
schedule. But a schedule must be a living document, easily
understood, previously committed to by its participants, and readily
adjusted to reflect project conditions.

Resource Allocation. In addition to money and time, the most
important project resources are materials and workers. To succeed,
each project requires that some orderly process be followed in
procuring materials, equipment, and services.

- Technical Quality. Quality is controlled through pre-planning
standards, review committees, and supervision of managers and the -
project manager. ‘

Public Relations. One of the project manager's most important
responsibilities is to maintain good public relations. The project
manager is the day-to-day contact for the public although top
management may from time to time get involved.

D. Top Management Actions

The most important of the many actions that must be taken in

implementing project management must be taken by top management.
The most significant are

1. Completely selling the project management concept to the
entire organization.

2 Choosing the form of the project organization to be used.

3. Issuing a project charter to delineate project versus
functional authority and responsibilities.

4. Selecting a project manager.

5. Supplying the project organization with such adequate
resources as finances, equipment, people, and computer
support. '

6. Providing oversite and review at suitable checkpoints.



E. Issuance of a Project Charter

Top management must provide clear direction to the project manager.
This direction may be in the form of a charter, which may be a memo
or an elaborate working document. In any case, the project
organization charter should state the objectives, purpose, and meaning
of the organizational activities and ultimately direct the stability of the
structure. At the least, the charter must spell out the responsibilities
and authority of both project and functional managers. In addition the
charter should show, as much as possible, the project manager's
relationships with the project's functional managers. In other words,
the charter should designate the desired organizational form.

Project managers should be given enough authority to do the jobs they
are expected to do. The amount of authority is the question that top
management must face. How much of their own authority do they

want to delegate, and to what extent do they want to limit the authority
and responsibility of the functional manager?

F. Project Management Caution

Project management is not for everyone and should be used only if it is
really needed. Other alternatives that provide some of the benefits of
project management are as follows:

1. Establishing a "lead" division or discipline within the
existing organization with responsibilities to coordinate or
sometimes direct activities of the other affected divisions.
This measure may work for small projects or in small
organizations but does not work for complex problems.

2. Maintaining direct control over the project by top
management, which works if top management has the time
to get involved.

3. Clearly defining the responsibility and authority of each
organizational entity involved in the project. This approach
is satisfactory if everyone is willing to cooperate fully. '

4. Establishing a project coordinator, who keeps top
management informed but is not responsible.

Any one of these organizational alternatives is useful in the right
situation, but this call must be made by top management.



G. The Project Life Cycle

Every system, project, or product has certain phases of development. A
clear understanding of these phases permits managers to better control
their resources to achieve their goals. The phases of development are
referred to as life cycle phases. The use of life cycles in project
management is not a new concept. Life cycles can be divided into these
four phases.

1. PHASE 1. Conceptualization, in which management
recognizes the strategic need and explores preliminary goals
and availability of resources. '

2. PHASE 2. Planning, in which the project is launched and a
means of accomplishing the goals is first devised.

3. PHASE 3. Execution, in which the actual work of the project
is done.

4. PHASE 4. Termination, in which the project is completed.

The following is a visual representation of the phases of the project life
cycle. :

LEVELOF
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Maier's Law: If the facts do not conform to the theory, they must be
modified. :




Chapter III
The Project Manager

Project management calls for appointing one person the project
manager, who has responsibility for the detailed planning,
coordination, and ultimate outcome of the project. The essence of
project management is that it cuts across, and in a sense conflicts with,
the normal organization structure. Because the project usually
requires decisions and actions from several functional areas at once,
the main interdependencies and flow of information in a project are
not vertical but lateral. Therefore, within the project's limits, the
project manager's responsibility and authority are interfunctional.

A. Selecting the Project Manager

Project Managers (PM's) have the greatest influence on the outcome of
projects. Success or failure rests largely on their shoulders.
Characteristically, project management duties either attract or deter

highly desirable people. Project managers must like trouble, be adept at . -

evaluating risk and uncertainty, and be results oriented. They must
recognize problems and try to resolve them before they become serious.

PMs must maintain an atmosphere of trust. They should not make
impossible promises to team members. Honesty, integrity, and an
understanding of personnel problems can often eliminate problems or
conflicts that detract from the working environment. PMs must
understand the principles of management, especially those involving
the rapid development of temporary communication channels.  Good
PMs should, however, be more involved with managing a project
rather than the project's technical side.

Those general traits and the following specific traits apply not only to
PMs, but to the interrelationships of the project team:

Command of project technology.
Business management competence.
Alertness and quickness.
Versatility.

Energy and toughness.
Decision-making ability.

AR I



Finding the person with the right qualifications is not easy because
project managers are selected more for their personal characteristics
than for the job description.

Some of these personal characteristics are

Flexibility and adaptability.

A preference for significant initiative and leadership.
Aggressiveness, confidence, and persuasiveness.
Ambition, activity, and forcefulness.

Effectiveness as a communicator and integrator.

A broad scope of personal interests.

Poise, enthusiasm, imagination, and spontaneity.

An ability to balance technical solutions with time and cost.
Being well organized and disciplined.

0. Being a generalist rather than a specialist.

1 Being able and willing to devote the most time to planning
and controlling.

12.- Being able to recognize problems.

13.  Being able to maintain a proper balance in the use of time.

S0 N O Uk WD

One of the most important, and often least understood, characteristics
of good PMs is the ability to understand and know both their own and
their employees' strengths and weaknesses. They must understand
human behavior, especially that of employees. Each manager must
understand what employees need to do their best:

1. They must know what they are supposed to do, and
preferably the result expected. ,

2. They must have a clear understanding of the extents and
limits of their authority.

3. They must know what their relationship with other people
is.

4. They must know what result constitutes a job well done.

B. Project Manager Roles and
Responsibilities

Technical Supervision - Technical supervision may well be the most
important ingredient for successful project management. Team
members have no respect for a leader who is not technically proficient.
Team leaders must be competent supervisors. A high degree of
technical proficiency will dramatically motivate team members.

10



Project managers should not, however, use their skills to do the team's
job. Rather, these skills should be used to guide and direct.

Planning - The purpose of planning is to divide the overall project into
elements that can be effectively managed. Project planning is generally
used to better define project elements, clearly specify objectives, define
the project end, and improve communications about project
requirements and changes. Planning is essentially a process of
preparing for the commitment of resources in the most economical
fashion and allowing this commitment to be made faster and less
disruptively.

Organization - Project managers or team leaders should be involved in
selecting team members. PMs should also have the responsibility for
evaluating the performance Performance Improvement and Position
Review (PIPR) of team members, either directly or by providing
feedback to the employer and the regular supervisor.

Directing - The project manager is responsible for directing the daily
activities of the project, including the coordination and direction of
project work with the team, with management, and with anyone else
involved. :

Controlling - A project is normally controlled through such means as
quality reviews, formal progress reporting Management by Objectives
(MBO) and informal schedule reviews. Controlling categories are
technical quality, budget, scheduling, public land user satisfaction, and
regulatory or legal requirements.

Project managers control the steps and perform the following tasks:

1. Determine reasons for problems, including persons
accountable. '

2. Take preventive action when appropriate.

3. Develop and analyze solutions when appropriate.

4. Act
a. If they have enough authority to solve the problem,

PMs make the needed decisions.

b. If they do not have the authority to solve the problem,

PMs elevate the decision to the next level of
management with a recommendation as to what the
decision should be.

Implement decisions.

Follow up if necessary.

o
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Budget Management - Project managers should have the opportunity
to develop and monitor project budgets and should at least influence
budget decisions through BLM's Preliminary Annual Work
Plan/Annual Work Plan (PAWP/AWP) process and develop-a close
working relationship with technical staff and program leaders.

Public Affairs/Communication - Being most familiar with their
projects, project managers serve as the main coordination and
communication contacts for public affairs, the management team,
higher BLM organizational levels, other agencies, and the public.

Evaluation - Evaluating a problem alerts decisionmakers that they
must be aware of certain facts and issues where there is a need to:

1. Make a decision to solve a problem or issue that only the boss
has the authority to make.

2. Obtain information or advice on a problem or issue about
which only the boss has knowledge.

3. Inform bosses of problems or issues to ensure that they

aren't surprised when hearing the news from other sources.

Manager’s Creed

.. . learn to have impact without exerting total control, to be helpful
without having all the answers, to get involved without demanding
centrality, to be powerful without needing to dominate, and to act
responsible without squeezing others out.

The Postherioc Leader
by Bradford and Cohen

C. Potential Pitfalls of "Projectitis”

In the Harvard Business Review, Paul Gaddis defined "projectitis” as
"the seeing of all things as though a particular project were the center
of the universe." When observed in World War II, this phenomenon
was called "theateritis." In his autobiography Global Mission, General
Henry H. Arnold remarked that the disease of theateritis- that is, the
inability of an Air Force commander to recognize the problems of war
in any theater other than his own caused him great concern and
trouble in his personal dealings with his top field commanders. But
General Arnold noted at the same time that he would not have under
his command any general who did not suffer from this disease.

12




Project managers on their own battleground need a modicum of
projectitis to generate the drive and momentum to spark the project to
success. These symptoms will be observed by senior management, but
they will expect this malady and may themselves suffer outbreaks of it
from time to time when they take an interest in a project.

Project managers, however, must learn where to draw the line between
project objectives and Bureau objectives. They must understand that
when this line is crossed, there is no doubt about which objectives will
take precedence. Excessive complaining will not alter that outcome but
will only serve to alienate people. Furthermore, project managers
often use the need to make sacrifice for the good of the organization as
another excuse to rationalize poor performance. But like all other good
excuses, this one will not turn a bad project into a good one.

D. 20 Excuses for Poor Project Performance

Of course there are always excuses for poor performance and some of
the most common of them are: '

I had too many other things to do.
I didn't ' have enough time.
-------------- kept making changes.
The budget was unrealistic.
I couldn't get enough help.
Working for that manager is impossible.
I couldn't get the information I needed from
Information Services.
The schedule was unrealistic.
------------- didn't do the kind of job he or she could
" have.
10.  Everyone kept loading time on the job.
11.  ---------—---—-was taken off the job when I needed
him or her most. :
12, e went on vacation at the worst possible
time.
13, e quit and left me holding the bag.
14. T wasn't given enough authority.
15.  The planners wouldn't stop planning.
16.  The contractor didn't understand the job.
17.  The job was unique.
18.  The District Office is full of idiots.
19.  Principals kept charging time on my job.
20.  The consultants wouldn't cooperate.

N d W=

o

13

e



E. Leaders vs. Bosses

Warren Bennis has a useful definition of the differences between
leaders and managers. He states that "leaders do the right thing while
managers do things right." This view can also be expanded upon by
noticing the differences between a leader and a boss.

Leaders and bosses differ in the following ways:

Inspiring Leader

Suppressive Boss

Encourages

Gives credit to team

Takes the blame if necessary
Stimulates others to think

Appreciative

Facilitates

Listens

Helps others solve problems
Wants loyalty

Considers before acting
Assumes the best in others
Tries persuasion
Considerate

Is fair

Defines requirements and
tells why

Keeps team informed

Threatens

. Takes all the credit

Blames everyone else
Wants to do all the
thinking

Thankless

Dictates

Talks :
Ignores other’s problems
Wants obedience
Impulsive

Assumes worst in others
Flaunts authority
Tactless

Takes advantage of others
Tells others what to do

Keeps team guessing

Law of Probable Dispersal: Whatever hits the fan will not be evenly

distributed.
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Chapter IV
Elements of Project Planning

An overarching definition of operational planning is useful in project
management: planning is determining requirements for project
resources and their order of commitment in the operations needed to
achieve project objectives.

A. Importance of Project Planning

The major purpose of project planning is to divide broad goals into
manageable tasks that can be performed. Because of their relatively
short duration and often because control of resources is a priority,
almost all projects require formal, detailed planning. Planning, as seen
from the operational definition, can be best described as identifying the
things we do (the operations); selecting the things we use (the
resources); and establishing the policies, procedures, and programs (the
conditions) for completing these things. Planning is, of course,
decisionmaking since it involves choosing among alternatives.
Planning is a way to comprehend complex problems and interacting
factors. Planning activities must be integrated because each functional
unit may develop its own planning documentation with little regard
for other units.

One of the objectives of project planning is to define all work required
(generally by preparing a documented project plan) so that each project
participant will be able to determine the work required.

Work must be defined in a project environment because

1. If the task is well understood before it is undertaken much of
the work can be planned.
2. If the task is not understood, then more is learned while the

task is being done, which, in turn, leads to changes in
resource allocations, schedules, and priorities.

3. The more uncertainty, the greater amount of information
must be processed to ensure effective performance.

Without proper planning, projects can start "behind the eight ball"
because requirements have been poorly defined during the first
planning phase. Some have suggested that the following scenario
typically occurs as a result of poor planning:

15
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Project initiation.

Wild enthusiasm.

Chaos.

Search for the guilty.

Punishment of the innocent.
Promotion of the nonparticipants.
Definition of the requirements.

These are the basic reasons for planning projects:

QO NG R W

To eliminate and reduce uncertainty.

To keep up with rapid changes.

To avoid limitations of intuitive reasoning.

To improve the operation's efficiency.

To better understand the objectives.

To monitor and control the work.

To provide the stimulating effect of concrete goals.
To provide needed lead time to achieve the goals.

Planning is determining what needs to be done, by whom and when, to
fulfill one's responsibility. Nine major steps must be developed
during the planning phase:

1.

2.

Ob}ectlve A goal, target, or quota to be achieved by a certain
time.

Program. The strategy to be followed and major actions to be
taken to achieve or exceed objectives.

Schedule. A plan showing when individual or group
activities will be started and completed.

Budget. Planned expenditures-required to achieve or exceed
objectives.

Forecast. A projection of what will happen by a certain time.
Organization. Design of the number and kinds of positions,
with corresponding duties and responsibilities, required to
achieve or exceed objectives.

Policy. A general guide for decisionmaking and individual
actions.

Procedure. A detailed method for carrying out a policy.
Standard. An acceptable level of individual or group
performance.

|Howe's Law: Every Man has a scheme that won't work.
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B. Project Definition and Obijectives

The project manager's job is to ensure that the end product meets the
needs of management. Therefore, the project manager must clarify
project objectives. Objectives are broad qualitative and quantitative
statements of purpose that are always pursued but never completely
achieved in time. Objectives continually motivate us as managers and
professionals™. A good project objective and definition is really a
contract that

1. Forces participants to establish the boundaries of the project
team.

2. During the project, identifies changes in scope that fall
outside the project's boundaries.

3. At the project's conclusion, helps the project manager

perform an objective post-implementation review.

The writing of project objectives should be based on the following
guidelines:

Be consistent with organizational policy and practice.

Be measurable and verifiable. .

Specify only the what and the when, and avoid the how and
why.

Start with the word TO, followed by an action verb.

Specify a completion date.

Specify a single key result.

Be consistent with resources available or anticipated.

Be understandable by those who will be contributing to
attaining the required results.

Be realistic and attainable and still represent a challenge to
subordinates.

10.  Be recorded in writing and periodically reviewed.

11.  Be communicated not only in writing, but also in face-to-face
discussion between subordinates and the project manager.
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Project objectives are the key to a successful project. Measurable
objectives are preferred because they often can be defined. Since the
project objective must be written and must tell the how, where, when,
who, and why, this information forms the basis of the project plan.
When part or all of the team is assembled, team members can
"brainstorm” the elements and procedures for completing the project
management plan.
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Developing the plan begins with stating the program's objectives.
Before work on the program begins the following steps should be
taken:

1. The prime objective must be carefully determined and
defined.

2. The supporting objectives leading to attaining each prime
objective must be carefully determined and defined.

3. The objective must be organized and interrelated to enable
overall program objectives to be reached.

4. These objectives must be communicated effectively to
operating management in the next lower levels of the
organization.

The Objective-FM 100-5, 19 February 1962

Every military operation must be directed toward a clearly defined,
decisive and obtainable objective. The ultimate military objective of
war is the destruction of the enemy's armed forces and his will to fight.
Each intermediate objective must be such that its attainment will most
directly, quickly, and economically contribute to the purpose of the
operation.

On Strategy
by Harry G. Summers.

Tests that should be used to analyze project objectives include

"Are they clear?-to whom?

Are they specific?- or should they be?

Are they attainable?

Are they difficult to achieve?

Are they consistent with policy?

Are they measurable?

Have time and dollar figures been attached?

NS GE L

Objectives differ from goals. Goals have the following characteristics:

1. Goals are objectives expressed in a specific dimension.

2. Goals are the targets or the descriptions of the things we
want.

3. Goals are the yardsticks by which we measure progress.

4. Goals change from time to time.
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C. Brainstorming

Brainstorming is a free-form process that taps the creative potential of a
group through association of ideas. We use brainstorming to allow
ideas to be proposed and then stimulate new or expanded ideas from
others, which in turn leads to more ideas from the group. The
following are brainstorming procedures:

1. List all ideas offered by group members.

2. Do not evaluate or judge ideas at this time.

3. Welcome 'blue sky' ideas. It's easier to eliminate ideas later.

4. Repetition is okay. Don't waste time sorting out duplicates.

5. Encourage quality. The more ideas you generate, the greater
your chance of finding a useful one.

6. Don't be too anxious to close the process. When a plateau is
reached; let things rest and then start again.

Brainstorming can actively assist in developing the project plan.

D. Developing the Project Plan

Project management is a structured planning and controlling process
that has distinct phases. These phases include applying the following
actions to the plan:

1. Defining

2. Planning

3. Scheduling

4. Implementing
5. Completing

A project's success or failure lies largely in the defining and planning
of its phases.

Large, complex programs require a project plan that documents all
activities. The plan then becomes a guideline for the life of the project
and may be revised, depending upon the circumstances and the type of
the program. The project plan serves the following functions:

1. Eliminates conflicts between functional managers.

2. Eliminates conflicts between functional management and the
project leader.
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3. Provides a standard communicative tool throughout the life
of the project. The plan should be geared to the work
breakdown structure.

4. Provides a way to find inconsistencies in the planning phase.

5. Provides a means to recognize problems and risks early in
the process so that "no surprises occur downstream."

6. Contains all schedules for progress analysis and reporting.

Preparing a project plan can be time consuming and costly. The input
requirements for the plan depend on the size of the project and the
integration of resources and activities. All levels of the organization
participate, with the upper levels providing summary information and
the lower levels providing details.

The project plan must state how resources will be integrated. The
project plan is a standard against which performance can be measured,
not only by the state and district offices, but by program leaders and
functional management. The plan defines for all project people during
the life of the project what, how, where, when, and why things are
done. These plan definitions force a hard look at:

Project Requirements.
Project Management.
Project Schedules.
Alternatives.

Policy Considerations.
Financial Support.

Staffing and Organization.
Project Scope and Objectives.

PN PP

One of the most important differences between project management
and other work approaches is that project management involves all
levels of management in decision-making. The project plan is more
than just a set of instructions; it is an attempt to eliminate crises by
preventing anything from "falling through the cracks.” The plan is
documented and approved by all levels of management to determine
how all levels should interact, how progress can be tracked, what
decisions are needed, and what results can be expected A project plan
should consider some specific questions:

1. Budget—How much money is allocated to each event?
2. Management—How is the program office organized?
3. Procurement Plan—What are my sources? Should I make or

buy? If vendors are not qualified, how shall I qualify them?
4. Public Participation Plan—What are the publics? How
should I interact with them?
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5. Quality Assurance—How will I guarantee that specifications
will be met?

6. Scheduling—Are all critical dates accounted for?

7. Training—How will I maintain qualified employees?

As the project matures, the plan is revised to account for new or
missing data. The most common reasons for revising a plan are

1. "Crashing" activities to meet end dates.

2. Making trade-offs involving staffing, scheduling, and
performance.

3. Adjusting and leveling staffing requests.

The introductory part of the project management plan contains a
section on the project definition and the major parts involved, and
includes a brief summary of the background and history. The
summary and conclusion sections list the program's targets and
objectives and must also include the schedule showing how projects
and activities are tied together. The total schedule should include the
following: ' :

1. A suitable scheduling system (bar charts, milestone charts,
networking).

2 A listing of activities.

3. The possible interrelationships between activities, which can

be accomplished by logic networks, critical path-network or
PERT networks.

4. Activity time estimates, which naturally flow from the Item 3
above.

The summary and conclusion section is usually the second section in
the program plan so that management has a complete overview
without having to search through the technical information.

The management section of the plan contains procedures, charts and
schedules for the following:

1. Assigning key people to the project, usually only the project
leader and team members.

2. Personnel, planning, and training to ensure that qualified
people will be available from the functional units.

3. A linear responsibility chart to show authority
relationships.

As used here, the project plan describes all phases of the project. For
many projects, especially large ones, all major events and activities
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must be planned in detail. But too much paperwork can easily inhibit
successful management.

Once agreed upon by all parties, the project plan is then used to provide
project direction. If the plan is written clearly, all functional managers
and supervisors should know what is expected of them.

The plan should be distributed to all team members, all functional
managers and supervisors involved with the project, and all key
functional people. The plan does not contain all answers because then
a project office would not be needed. The plan is merely a guide.

Ideally, the whole program is planned; the plan is approved, work is
authorized; and the operating phase of measuring, processing,
analyzing, and decisionmaking begins. But in practice, a plan is
prepared and approved for part of the program, and this particular plan
then begins while other parts of the program are still being planned.

Project planning, then, may be called just that, or it could be called
preplanning or other names. And it takes many forms, but the
following items should always be included:

Issues and objectives (brief description of project).

Task outline (definition of what is to be done).

Schedule (when work is to be done).

Staffing (who will do the work).

Budget (workmonth cost, procurement).

Organization (organization chart and task responsibilities).

AR Rl bl

E. Outline of the Project Plan

Sample Format -Example A

1. Introduction

Project plan/charter
Project manual

Project review

Checklist

Project objectives
Authorization for project
Approvals

g NP A0 O

2. ’lans

Detailed CPM and GANTT Charts (schedules)
Total project

Modules

Do
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3. Key Participants (staffing)
List of key participants, including name, title,
geographical location, authority, responsibility to project and
deadlines for completing work.
a. Project manager
b. Other participants -
c. Organization chart
d. Linear responsibility chart
4. Advisory Groups and Their Roles
5. QOutside Parties
a. Identification
b. What they are supposed to do and when
C. Methods of information sharing
6. Correspondence '
7. Personnel and Training
a. Personnel needs versus time and skill
b. Personnel recruitment
c Personnel training plan
8. Materials and Equipment
a. Specifications
9. Financial Requirements
10.  Security
- b Protection of proprietary information
11. ° Miscellaneous
a. Reporting system
b. Project review (frequency and checklist)
C. Major assumptions about the future and their impact
on the project
d. Alternatives considered-Impact of project on other
projects
e. Preventive and contingency plans
Sample Format -Example B
1. Introduction and identification of issues
2. Goals and objectives
3. Expected results
a. Purpose of effort
b. End product expected
4. Management benefits expected
5. Task outline
6. Coordination needs
a. Internal
b. External
7. Team member/staffing
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8. Schedule

9. Estimated cost/funding by subactivity
10.  Workmonths by subactivity

11.  Logistic support

12.  Other support needs

[Scheuber's Hypothesis: Don't try to fix nothing that ain't broke.

EF. Planning Questions

Planning is a series of steps involving logical thinking and
organization. For alternatives and constraints to be fully understood,
this logic requires answers to several questions. A partial list of
questions includes the following:

1. Conduct Environmental analysis. Where are we? How did
we get here?

2. Set objectives. Is this where we want to be? Where would
we like to be in a year or in 5 years?

3. List alternative strategies. Where will we go if we continue

as before? Is that where we want to go? How could we get to
where we want to go?

4. List threats and opportunities. What might prevent us from
getting there? What might help us get there?

5. Prepare forecasts. Where are we capable of going? What do
we need to take us where we want to go?

6. Select strategy portfolio. What is the best course for us to
take? What are the potential benefits? What are the risks?

7. Prepare action programs. What do we need to do? When do
we need to do it? How will we do it? Who will do it?

8. Monitor and control. Are we on course? If not, why? What

do we need to do to be on course? Can we do it?

G. Planning Procedures For Projects

Most difficult in the project environment is keeping planning on
target. Below are procedures that can assist project managers:

1. Let functional managers do their own planning. Too often
operators are operators, planners are planners, and never the
twain shall meet.

2. Establish goals before planning.
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3. Set goals for planners, to guard against non-essentials, and
promote effort where there is a payoff.

4. Stay flexible. Use people-to-people contact, and stress fast

response.

Keep a balanced outlook. Don't overeact.

Welcome top management participation because top

managers can make or break a plan and may well be the

single most important variable.

Beware of future spending plans.

Test the assumptions behind forecasts. Professionals are

generally too optimistic. Do not depend solely upon one set

of data.

9. Don't focus on today's problems. Try to get away from crisis
management and firefighting.

10.  Reward all those who dispel illusions. Avoid "beheading the
bearer of bad tidings."

oo

®© N

H. Tasks and Task Outline

To keep the task outline simple, summarize the work briefly and
simply, using fewest tasks and subtasks needed to describe the work.
Excessively detailed task outlines invariably lead to a loss of control
because project managers simply do not have the time to track minor
activities and continuously update a complex task outline, schedule,
and budget.

To maintain consistent task breakdowns, prepare task outlines using
the same breakdown of project activities for the scope, the
responsibilities, the project schedule, and the project budget. This
consistency enables you to monitor progress accurately because each
activity can be measured by progress made, time elapsed, and
requirements for money spent. To be included in the task outline, a
task or activity must contain three elements:

1. A definable piece of work.

2. A duration of at least one start date and one finish date.
(Some scheduling methods call for more than one start and
finish date.)

3. A level of effort needed to complete the activity.

An item not containing each of the above elements is not a defined
task and does not belong in the task outline.
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L.

Sources of Planning Information

One of the things we seek to do with project management is to
aggregate information, facts, and positions that influence a project. The
following is a list of some organizational and internal sources of
planning information:

Rl
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10.
11.

12.
13.
14.
15.
16.

17.

Review current organization statements and structure.
Identify management goals and policies.

Review procedures used to communicate these goals and
policies.

*Analyze the problems.

Understand the operating procedures and work flow.
Review management information provided.

Secure actual and expected workload data by organizational
unit.

Review the job sheets of key positions.

Check written delegations of authority, responsibility, and
accountability.

Review regulations.

Note actual practices, e.g., centralization vs. decentralization
and their relationship to management goals and policies.
Review skills, actual positions, and authorized positions by
organizational elements.

Note current resources and the controls over them.

Attempt to determine informal influences.

Inform other staff elements of the plan, conduct, and finding
of the survey.

Analyze the relationship of the organization structure to the
workload.

Establish points of contact with the organization to be
analyzed.

Hoar's Law of Problems: Inside every large problem is a small problem
struggling to get out.

Project Plan Activities Checklist

Consolidating the planning effort, the project plan defines and assigns
functions, tasks, and responsibilities throughout planning. An
activities checklist may include the following items:
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Develop a flowchart of the project management schedule.
Prepare a draft time line and MBO schedule.

Establish the objectives, issues, and purposes for the study.
Assign office responsibility.

Assign individual responsibility.

List products or outputs.

Prepare a public participation plan.

Establish a coordination point with key contacts and offices.
List data collection needs.

Summarize decisions proposed to be made and decisions that
are not feasible.

Develop and use an interdisciplinary approach.

Develop preliminary planning criteria.

List expected issues.

List management problems and needs.

Decision Document QOutline

Projects need a clear decision statement. The following is a format for
presenting the issues and discussion for a decision-making document.

Decision Document’
Required Decision - describes the nature of the decisions
needed and the level of decisionmakers.
Forcing Event - states reasons for the decision (i.e., project
request, legal requirement).
Background - briefly describes project need, scoping,
alternatives, interagency coordination, or any other
information needed for understanding the situation.
Issues and Decision Factors - covers specific issues and
decision factors of significance or legal concern. This
discussion should be as objective as possible and not engage
in advocacy.
Options - Clearly set forth options for the decisionmaker.
Each option should be followed by a brief listing of pros and
cons.
Decision Sheet - A "sign off" sheet, matching the options
presented in Section 5. (above), should be attached to the
decision document.
Recommendations - Project decision documents usually do
not include recommendations. Staff or field manager
recommendations may be transmitted separately by memo or
given orally.
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L. Wrapping up the Project

One of the most difficult things project managers must do is finish the
job, get it out the door, and close the project. More schedules and
budgets are blown during the last 10 percent of the job than at any other
time.

How can the project manager overcome this problem? First, recognize
potential pitfalls:

1. A desire to continually improve the product.

2. Fear of failure, which manifests itself in a subconscious desire
to avoid completing the work.

3. "Burnout" resulting from working too many hard weeks,

months, or years on the same project.

Members of your project team will almost certainly suffer these
maladies during the final 10 percent of the project.

To overcome these problems, view the wrap-up phase of the project as
a separate miniproject with its own scope, schedule, and budget. The
objective during the wrap-up is to complete the job satisfactorily,
within budget, and on schedule. This objective is in concert with a
primary objective during the first 90 percent of the project-to do a
technically superior job. Each wrap-up miniproject should consist of
the following major tasks:

1. Gather all the loose ends.

2. Evaluate all potential changes and determine which ones to
adopt.

3. Make checklists of all work to be completed.

4. Implement activities to be done.

5 Back check all work done until all changes and corrections

have been properly made.

M.  Project Review

The following is a list of items top management or a project manager
may use to determine if a project has been defined and planned and is
being managed properly.

1. Project objectives and authority, and responsibility of the
project manager.
a. Are the project objectives clear and specific enough?
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10.

b. Is there a project charter?

c. Is there a clear understanding (either through custom,
charter, or other policy) of the project manager's
authority, or procedures that he or she should follow
in these areas?

1).  Setting or changing priority of work in
functional areas.

2).  Setting or changing design, performance, or
operational specifications.

3).  Initiating overtime or hiring people.
4).  Approving spending beyond allocations.
5).  Requiring reporting proceduires.

Plans.

a. Are the plans good?

b. Schedules such as Critical Path Method? Gantt? Cost-
time-performance graphs?

Key participants and organization.

a. Have the key participants been selected?

b. Have the roles and responsibilities of the key
participants been specified?

C. Is the project organization adequate?

Advisory Groups. :

a. Are advisory groups needed?

b. Is the membership of the advisory groups adequate?

C. Is there a schedule of meetings?

d. Are there provisions for calling special meetings?

Correspondence. _

a. Is the project manager adequately keeping track?

Workforce and Training.

a. Are the workforce, recruitment, and training plans
sound?

b Is the recruitment plan sound?

c. Is the training plan sound?

Facilities and Equipment.

a. Have facilities been adequately provided?

Financial Requirements.

a. Is the financial plan sound?

b. Is the project manager adequately keeping
track of expenditures?

Security.

a. Are the clearance requirements and protection of
proprietary information adequate?

Miscellaneous.

a. Is the present reporting system adequate?

b. Does the project manager require adherence to the

reporting system?
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c Are the content and frequency of the formal and
informal briefings adequate?

d. Are the assumptions for the future reasonable?

e. Did the project manager consider all reasonable
alternatives?

f. Was the impact of the project on other projects
considered?

g. Did the project manager consider the appropriate risks

and make reasonable provisions for preventive and
contingency plans?
h. Has the project been "sold" to the key participants?

N.  Concluding the Project

The goal of any project is to obtain acceptance of the project results—to
have quality specifications met. For these specifications to be met
requires well-documented criteria for both outputs and performance,
presumably clearly listed in the plan of study or other documentation.

Objective measurable criteria are always best, whereas subjective
criteria are subject to interpretation. The project's intention should
also be clear. For example, the following three outcomes may produce
entirely different results: the project product performs the specified
functions; the project product was built according to the approved
design; or the project product solves the problem.

The project may or may not be complete when the product is delivered.
Documentation, final reports, or final audits might be required. More
training might be needed. Project team members might need to be
reassigned. Or surplus materials and supplies might be disposed of and
equipment released.

One thing that should be done (and rarely is) is an evaluation review-a
look back to see what lessons were learned. A project completion
checklist is a useful tool for such a review.

Proj mpleti

Does the project meet the specifications of the preplan?
Complete final report.

Deliver final report.

Reassign project people.

Dispose of surplus equipment, materials ,and supplies.
Summarize major problems encountered and their solutions

SARCLE NS
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7.
8

9

10.
11.
12.
13.

Document advances of lessons learned.

Summarize recommendations for future research and
development.

Write performance evaluations on all project staff.
Provide feedback on performance to all project staff.
Write final report.

Conduct project review with upper management.
Declare the project complete.

[Contingency Principle of Management: It all depends.
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Chapter V
Project Schedules and Budgets

The basic tool in project planning is the schedule. The schedule is a
diagram representing project activities connected in a logical sequence
and by logical relationships to show the workflow from the project's
beginning to its end. Each activity is assigned an estimated time
duration (or a range of times to reflect uncertainty) from which activity
paths can be determined.

A. Work Breakdown Structure

The successful completion of a project requires a plan that defines the
effort to be expended, assigns responsibility to an organizational
element, and establishes schedules and budgets for the work. Preparing
this plan is the responsibility of the program manager, assisted by the
program team.

Once a sufficient project objective is developed, the project leader can
produce a work breakdown structure (WBS) of the activities to be
performed. The WBS is simply a process of structuring the work that
must be accomplished to meet the objectives set in the project
definition. The work effort is broken down to estimate the number of
people needed to work on the project. The work breakdown structure is
the single most important element because it provides a common
framework from which the following can be done:

1. The total project can be described as a summation of
subdivided elements.

The project can be planned.

Costs and budgets can be established.

Time, cost, and performance can be tracked.

Objectives can be logically linked to resources.

Schedules and status reporting procedures can be established.
Network construction and control planning can begin.

The responsibility assignments for each element can be
established.
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The WBS breaks the work down into smaller elements, thus providing
a greater probability that every activity will be accounted for. Although
a variety of work breakdown structures exist, the most common is
shown below:
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Level

Description of

LN

Project
Task
Subtask
Work Package

In addition, the work breakdown structure must

1.

2.

Outline step-by-step the complete, current, approved plan
(events and activities), culminating with the objectives.
Detail the current and projected division of labor in the
organization consistent with management objectives.

Break the project into sequential and parallel activities and
events that schedule, measure, and govern process of work by
organization.

Show the relationship between supporting objectives and
end-of-work objectives.

Include only activities and events that have been defined by
management authority.

Provide structure for a meaningful reporting system for
project management. ‘

Be built to coordinate with projects of lateral, higher, or lower
level authority.

Be used as a communication device to integrate objectives
and activities of project managers, operating managers, and
other external organizations concerned.

A good project work plan is not a report. It is a compilation of tables
and figures that can be used as a reference throughout the project. The
work plan should define

Ll NS

What is to be done.
When it is to be done.
How much it will cost.
Who will do it.

A good task outline consists of a brief summary of the scope of work.
Because the task outline is the foundation of any system of project
control, the project manager should devote great attention to preparing
it. What constitutes a task?

1.
2.
3

A task must have a definable scope of work.
It should have a start-up date and a completion date.

Each task must have a required level of effort to complete the
activity. :
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When the work break down analysis is completed, a schedule should
be prepared. Certain guidelines should be followed in preparing
schedules, regardless of their projected use or complexity:

1. All major events and dates must be clearly shown.

2. The exact sequence of work should be stated through a
network in which interrelationships between events can be
shown.

3. Schedules should directly relate to the work breakdown

structure. If the WBS is prepared according to a specific
sequence of work, then work sequences can be easily
determined in schedules using the same numbering system
as in the WBS. The least requirement should be to show
where and when each task starts and finishes.

4, All schedules must show time constraints and, if possible, the
resources needed for each event. ‘

B. Milestone C‘harts

A project schedule must be prepared for all projects. There are several
types of schedules. The milestone chart, the simplest, lists a target date
for completing each activity in the task outline. The major advantage
of milestone charts is ease of preparation with an emphasis on
completion dates. Their best application is in simple projects with few
participants and little interrelationship between activities.

Summarizing complex schedules with many tasks is a good application
for milestone charts. When doing so, list only key activities to avoid
excessive detail, which can defeat the purpose of the chart.

A major drawback of the milestone chart is that it shows only
completion dates, which for complex projects may result in uncertainty
about when each activity should begin. Although the tasks are listed in
the general order in which they are to be done, completion dates greatly
overlap. Furthermore, comparing completion dates with target dates
shows only roughly the overall schedule status. Many projects are too
complex to be controlled by a milestone chart.

Gardner's Philosophy: Brilliant opportunities are cleverly disguised as
insolvable problems.

An example of a milestone chart is shown below in the REPORT
PREPARATION SCHEDULE:
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REPORT PREPARATION SCHEDULE

Report Name | Date

Project Manager

Element Date
Approved by
Complete detailed work plan

Complete general outline of report
Complete detailed outline of
report with lists of tables and figures
Interim submittals to
Complete first draft of report
Complete drafts of figures
Complete editing of report
Complete final draft of report
Submit draft to S.D.
Receive comments from S.D.
Submit final report to S.D.

Draft typing to be done by

Editing to be done by

Final typing to be done by

W
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Graphics to be done by

C. Bar Charts (Gantt Charts)

Some of the drawbacks of milestone charts can be overcome by using a
slightly more complex method—the bar chart (also known as Gantt
chart). Concise and easily produced and understood, bar charts are
probably the most widely used planning tool.

To create a bar chart, list the steps needed to complete a project and
estimate the time required for each step. Then list the steps down the
left side of the chart and the time intervals along the top. Draw a line
across the chart for each step, starting at the planned beginning date
and ending on the completion date of that step.

Some parallel steps can be carried out at the same time with one step
taking longer than the other. Parallel steps allow flexibility in starting
the shorter step, as long as the it is finished in time to flow into later
steps. This situation can be shown with a dotted line continuing on to
the time when the step must be completed.

36



The biggest drawbacks of bar charts are that they do not show the
interrelationship among tasks or show which activities are most
crucial for completing the entire project on schedule. As a result, some
activities may inadvertently be omitted from the original project
schedule, only to be discovered too late. Also, assigning equal
importance to each activity (implicit in the bar chart method) may
leave the project manager in a quandary when forced to decide which
task should be delayed in the event of labor shortage. This confusion
may result in assigning top priority to the wrong tasks.

The following illustration shows a simple bar chart for an RMP.

Milestone Chart fox the Hames RMP

Actvaty Descnption - OCT(NOV| DEC/JAN{FEB /MAR{ APR/MAY/JUN JJLY JAUG.SEP

1. 1fy Issues

Cntena
3. Collect Inventory Y ...

o +
4, Analyze Memt.

Situation

5. Fonmulate Altematives .

6. Estimate Effacts of S s s e e
Altematives v

7. Select Preferred
Altermative

8. Select the RMP
5 Pt Haragert_pmmemetmeme ettt

D.  Networking and Networks

The main purpose of network planning is to show the
interdependencies between events and activities. Networks are a
manager's tool for defining and coordinating what must be done to
finish the project on time. Networking is a technique that aids the
decision- maker but does not make the decision. Itis a method for
focusing managerial attention on time, resources, and performance
and adjustments concerning time. Project schedules and related
techniques of budgeting, staffing, resource allocating, and interfacing all
have a basis in networks. The network graph is a tool that shows
interfaces and interdependencies of related activities. Simply put, a
network diagram attempts to show how each activity relates to other
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activities. The following illustration is a network diagram that focuses
on events. ‘

The advantages of network or arrow diagramming to create a
simplified model project are as follows:

1. The diagram is a working model. It can be followed with
little explanation.
2. By means of a diagram, the entire project scope can be

immediately assimilated.

3. The chances of omission are greatly reduced.

4. Work is planned in the order in which it must be done rather
than in the order in which it could be done.

5. For each job, all prerequisite work is always immediately
evident.

6. Preparing an arrow diagram requires the cooperation of the

people who will supervise or do the work. The result will be
their plan, something they respect,rather than something
imposed upon them. ‘

Network Construction Focusing on Events

In this case the bubble or node represents an event or a point in time.
The first node is the starting point. Each succeeding node assumes that
a task or event has been completed. The arrows show activities that
must be done to reach the events they connect to. Once gross activities
and the later network diagram are shown, then work elements can be
broken down in greater detail. Network diagrams represent the
following:
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Impacts of late starts.
Impact of early starts.
Cost of a crash program.
Slippage in planning.

> DN

The major disadvantages of milestone and bar charts are that they
don't show interdependencies between events and activities. But by
using bar, milestone, and network charts, one can construct PERT
charts, a method that shows task interrelationships and analyzes task
schedules.

E. Program Evaluation and Review
Technique (PERT)

PERT charts are used in classic program management to show the
network and relationships and dependencies among tasks leading up
to the completion of a project. They are devised to account for
uncertainty or risk. Unlike the Critical Path Method (CPM), PERT
analysis doesn't necessarily concern itself with how long individual
tasks or activities take, but the order in which those activities have to
occur to complete the project. PERT analysis can be invaluable in

project planning when timeframes are short and several project tasks
are interrelated.

PERT has several distinguishing characteristics:

1. It forms the basis for all planning and predicting, allowing
management to plan for the best use of resources.

2. It helps answer questions of uncertainty.

3. It uses a time network to best determine labor, material, and

capital requirements.

The PERT approach makes three time estimates for the duration of
each activity and uses these in the basic network. These three time
estimates are as follows: 1. OT-Optimistic Time (if everything goes
perfectly) 2. MLT-Most Likely Time (probably the one developed for
the basic network) 3. PT-Pessimistic Time (if everything that could go
wrong does go wrong)

Then, the Expected Time (ET) is calculated as follows:

OT + 4MLT + PT=ET
6
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Finally, estimates of durations for the project are calculated. The result
of these calculations combine to determine the probability of
successfully meeting the schedule. Once constructed, PERT charts
provide a framework from which detailed planning can begin.
Another use of the PERT diagram is to allow for calculating the critical
path. This path is the longest path through the network and as such
shows essential steps that must be completed on time to avoid delay in
completing the project.

Adopting PERT, however, involves some problems. Many managers
feel that this technique removes a good portion of their power and
decision making ability. Furthermore, organizational tension between
individuals may result from the fact that planners generally produce
PERT planning but functional management carries it out.

F. Full Wall Scheduling

The technique of full wall scheduling uses a full wall on which vertical
lines spaced 5 inches apart are drawn and spaces between each pair of
lines represents one workweek. Horizontal lines spaced 3 inches apart
are used to separate key project team members. An illustration of a
full wall schedul is described below:

LAYOUT FOR WALL SCHEDULING

TEAM WEEK #] WEEK #2] WEEK #3| WEEK #4] AND SO
PARTICIPANTS ON ..
AA TASK 1 |TASK 3 TASK 7 lafatasle
' S
BB TASK 5 TASK 6 s
aC TASK 2 | TASK 5 e
DD TASK 4 TASK 6
EE TASK 2 TASK 5 TASK 7 frermeess

To assemble the full wall chart, the project manager must compile a list
of project tasks, decide who is mainly responsible for each task, and
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prepare a preliminary milestone chart. The project manager then
writes each task on two 3- by 5-inch index cards, labeling one card
"start” and the other "finish." After preparing all cards, the project
manager writes the name of the key team member on an a 3- x 5-inch
card and pins the cards along the left column of the divided wall.
Team members are then handed their cards and asked to tack each one
onto the vertical division on the wall during the workweek in which
each task will be started and finished. More cards or changes can be
made for unexpected tasks.

In wall scheduling, specific tasks can be assigned at specific times. The
key feature of the wall scheduling procedure is the high degree of
interaction during the scheduling meeting. Conflicts are recognized
early, discussed, and resolved. The process enables the key project team
members to make firm commitments to the project manager on their
assigned activities.

Successfully applying the wall system relies on the project manager's
skills in planning the project, establishing the team's prehmmary

. schedule, and directing the scheduling meeting. The main
disadvantage of wall scheduling is that it requires all parties to come
together for a scheduling meeting. In addition, wall scheduling does
not clearly show interrelationships of tasks on a critical path as well as
the critical path method.

G. Project Scheduling Using Computer
Software

Dozens of good project management software packages exist for
personal computers. Many would apply to project planning and
management within BLM and would be useful to anyone planning a
project involving several tasks and deadlines. But computer software
will only assist; it will not design/develop or otherwise tell how to
prepare the work. The program is only as good as the data, and if it's
garbage in, then it's garbage out.

Several software packages help schedule projects, for example,
dynamically considering how the completion of one task depends on -
the completion of another. These programs typically use bar charts,
CPM, or PERT analysis to allow the manager to better understand the
relationships among tasks, schedules, people, and other related
resources. Using a computer and existing software allows managers to
analyze project schedules quicker than otherwise and to make better
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decisions about schedule changes. Another benefit is the graphxcs
capability of most personal computers.

Bar charts, PERT charts, and other portions of project plans can be
generated quickly and attractively for use in presentations, staff
meetings, and other situations where project details need to be
communicated clearly and accurately.

While project management software has improved greatly, it still
cannot do some critical tasks. The manager and team still need to
produce the work breakdown structure, the resource assignments, and
people and calendar estimates.

H. Comparing Scheduling Techniques

No single scheduling method is right for all projects. The table below
summarizes some of the most important criteria for selecting the best
scheduling method. Review these criteria for each project, and select
the method best suited to the criteria with highest priorities.

Criteria for Selecting the Proper Scheduling Method

Evaluation Criteri Types of Scheduling
Milestone Bar Chart CPM Diagram  Full Wall
Schedule
1. Easeof
Communication Good Good Poor Excellent
2. Costto '
prepare Minimal Minimal Extensive Moderate
3. Costto
update Minimal Minimal Extensive Moderate
4. Degree of
control Fair Good Excellent Moderate
5. Applicability
to large projects Poor Fair Excellent Good
6. Applicability
to small projects Excellent Good Poor Good
7. Commitment
from project team Fair Fair Fair Excellent
8. Client appeal Fair Good Excellent Excellent
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L.

Avoiding Common Pitfalls

Establishing a realistic project schedule is difficult. The following
pitfalls have been commonly observed as a job progresses:

1.

2.

Scheduling time for final reviews without scheduling time to
make the changes that always result.

Failure to anticipate the nontechnical activities that must be
performed after all the requirements have been met, such as
phone calls and meetings with review agencies to obtain
necessary permits. :

Scheduling a project without properly considering the impact
of other projects on the workload of the project team.

Failure to obtain firm commitments from key project team
members, including outside consultants.

Failure to provide time in the schedule for the inevitable
slippage. Slippage time is a needed ingredient of good
scheduhng, to allow for reviews and changes that will occur
in every project.

All of the above problems can be remedied more readily if they are
anticipated when the project schedule is prepared. If ignored, they will
almost always cause difficulties later in the project. Early identification
of a problem is 80 percent of its solution. But even if this statement is
true, the other 20 percent remains for you to worry about. Following
are a few successful ways to overcome schedule problems on a project:

1.

Stop evaluating alternative solutions. When you reach a
choice among several options, pick one that you know will
work and go with it. ‘

Get the less experienced people off the project. Senior people
can get much more done if they don't have to spend time
supervising trainees. You can also do more technical work
yourself if you save supervisory time.

Get permission to postpone noncritical administrative duties
until you have survived the crunch. Then spend extra time
on the most critical aspects of the projects.

Recognize the critical activities and concentrate your efforts
on them. Also, see if anything can be allowed to slip without
harming the schedule.

Work overtime. Everyone works overtime; it is usually the
first technique used to get back on schedule. But be careful
not to consider overtime a cure-all. If you work overtime,
keep working only until midnight.
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J.

Shun excessive effort toward perfection. Most decisions are
90 percent perfect the first time; we spend whatever time is
left making them 5 percent better.

Budgets

Budgets can be compiled in four ways for any project.

1.

In zero-based budgeting, you start with a list of tasks and
estimate the workmonths, hours, and corresponding costs to
perform the work.

Downward budgeting involves starting with the amount of
money available and breaking out the components to
establish the number of workmonths.

In historical budgeting, cost data are estimated from similar
projects. v

Staffing budgeting considers the number of people assigned
to a job for a certain period.

~ The following are ways to overcome budget problems and get back on

track.

1.

N

N OO
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