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1: Only got a minute?


Before you go any further with this book there’s a very simple question that you need to ask yourself – and here it is:

 



	Why do I want to be a project manager?





Getting an answer to this isn’t just important – it’s vital. After all, if you’ve never heard of project management and aren’t likely to use it, then why buy the book? But if you have heard about it – and want to know more – then this is definitely the book for you.

But before you go much further there’s also something that you need to get clear about. This is that being a project manager doesn’t mean that you become a Harry Potter-like witch or wizard. You won’t be able to create something out of nothing and you certainly won’t have a magic wand that can turn chaos into order.

So what will you be able to do?

The first part of the answer is that you’ll have to work hard. Managing a project isn’t an easy thing to do. Nor, as you will see later in this book, is it a task for the faint hearted. But managing a project – and doing it well – is worthwhile. For it’s a satisfying and rewarding task that’s also interesting and challenging. It’ll enable you to develop and use skills that are transferable – skills that you can use to good effect elsewhere in your life and career.

The second part of the answer to the question has several ‘strings to its bow’. The first of these is that no two projects are ever the same – so, as a result, you’re going to find that variety will be the spice of your project management life. The second is that projects are, above all, about people. So managing a project means that you’re going to learn how to lead a team, motivate and communicate with all the people involved in the project, and negotiate with them to generate effective solutions to all of the many conflicts and problems that will arise during your project.

By the time you get to the end of this book, you’ll have much better understanding of the how, why, and when of all of this and the many other tasks that you’ll need to do when you successfully plan, manage and control your projects. By then – if not before – you should be ready to begin, with confidence, the process of becoming a project manager.



5: Only got five minutes?


Read about a project in your newspaper or see pictures of it on your television screen and you’ll usually find that it’s one of those multi-billion dollar or pound, decade-long mega-projects. But for most project managers, these are the never-to-be-experienced rarities of the project world. Yet the world is full of projects. Every working day, millions and millions of projects with much smaller outcomes, much more modest costs and shorter durations emerge, are planned, take place and are successfully completed.

These are the small projects of the project management world.

They will appear in your workplace (when you create a performance or quality improvement project) and in your home (when you plan your holiday or remodel or redecorate your kitchen). They are the small projects that you, as business professionals, managers or homeowners, are frequently involved in – often on a part-time basis. Some estimates go as far as putting the total world spend on these small projects at between 50 and 100 times the total spend on the mega projects of the world. By sheer weight of numbers, these small projects are the significant majority of our projects, and they crop up in almost every aspect of your or other people’s lives.

Let’s look at some examples.


Solar Mali

The people who live in many rural villages in Mali often lack utilities such as electricity or piped water. Getting water and firewood involves the women rising at or before dawn and walking several kilometres in order to gather firewood and draw buckets of contaminated surface water. The children of these villages do go to school, but their schoolwork often gets neglected because of the need to complete chores while there’s still daylight. A non-profit-making NGO – called Practical Small Projects – started a project to educate a village community about solar energy, so that local people could design, fabricate and install a photovoltaic (PV) solar system in the village. Meetings were held with the villagers to determine the best use for the solar energy, and this resulted in a decision to use it to power the local school and a pump for a well. Fifteen villagers were trained as solar technicians – a process that gave them the skills to build, use, install and maintain 35-watt solar modules and a solar pump. These villagers then built the first solar panel ever to be constructed in Mali. The school now has lights, and the schoolchildren now have clean water for drinking.

As a result the numbers of students passing the national examination at the school rose from 6 out of 37 students to 36 out of the 37. The solar-powered electric lights had allowed the children to study in the evenings, after the chores were finished.


Doing up the kitchen

If you’re going to sell your house, it’s a good idea to spruce up your kitchen. There are three ways that you can do this:

 


	Replace the cabinets

	Get a professional to reface the cabinets

	Repaint the cabinet doors and replace the handles yourself.



Alternatives 1 and 2 are expensive and could take quite a time, while alternative 3 will be inexpensive and will only take about two-to-three days. So here is an outline of what’s involved your kitchen cabinet project:

 


	Remove all the doors and take off the handles.

	Clean the doors thoroughly, initially using paint thinner and then using a 50:50 mix of household ammonia and water, followed by a rinse with clean water. Allow the doors to dry completely. While that’s happening, clean down the body of the cabinets.

	If required, sand down the doors and then coat with a primer/sealer. Note: If your units are polyurethane coated, this needs to be a paint that will adhere to that coating – talk to your do-it-yourself store about which paint to use. Allow the primer to dry.

	Coat the doors with finish paint – two coats may be needed.

	Attach the new handles and re-hang the doors.



All of this should give you a kitchen that looks bright and cared for – and that will help you to sell your house.


Re-organizing the office

You’ve decided to reorganize the office. The desks are all in the wrong places, there are phone or power cables all over the place and the overhead lights are always on. Your team isn’t working well and something needs to be done!

So here are the steps you need to follow:

 


	Talk to your boss: get his or her support and find out what the budgetary restraints are

	Talk to your team – the people who work in the office – and tell them about what can and can’t be done

	Get your team to come up with ideas for the new layout

	Get some costs for these ideas

	Make sure your boss knows what’s happening

	Get a consensus agreement on the new layout

	Plan, plan and plan the implementation, and make sure that the team, your boss and your office neighbours know what’s going to happen

	Do it

	Review what happened – what went wrong and what went right

	Is it working? Check it out with your team.




Project similarities

When you think about the what, how and when of these three very different projects you’ll soon see similarities. All of these projects:

 


	had a defined outcome or deliverable

	had stages in which very different activities took place

	proceeded in a planned and orderly manner

	involved uncertainty – because they might not have worked

	required effective communication between people with different interests if they were going to succeed.



They also gave rise to outcomes that lay beyond the scope of the initial project. The Mali project, for example, led to better education and examination results – because of the project’s targeted outcome of educating a village community about solar energy succeeded. The kitchen project also had a secondary or consequential outcome – the sale of the house – and the chances of achieving this were increased because the kitchen looked bright and attractive.

But that’s not all that these typical small projects had in common. For example, the ‘doing’ parts were all:

 


	chosen from a number of alternatives

	organized

	planned

	managed in ways that involved the same basic principles and procedures.



These are often called project management ‘best practices’, and you’ll learn more about them in later sections and chapters of this book. These ‘best practices’ are, of course, just as applicable to ‘mega-projects’ as they are to your small projects. As such, they are often seen to generate vast quantities of project documentation. Doing this isn’t practical, desirable or relevant on small projects. As a project manager, you should make sure that you only use practices and procedures that focus on and support the achievement of the project’s outcome. Avoiding this ‘paper-trap’ is a key skill when it comes to managing a small project

Nevertheless, when it comes to basics, you should manage a small project with the same level of professionalism and integrity that you use when you manage a medium or large project. There is no room in any project for ‘back-of-the-envelope guesstimates’ or ‘making-it-up-as-you-go along’ planning. In other words, as you’ll see later in this book, there is no room for amateurism, sloppiness or incompetence in small project management.



Introduction

I’ll never forget what the manager of my first project said to me.

‘Projects’ he said, ‘are a bit like Marmite – you either love ’em or you hate ’em.’ You can substitute Vegemite for Marmite if you’re Australian – but the principle (or effect) is just the same. So, as I loved Marmite, I gave projects and project management a go and, as a result, found that being involved in, creating and managing projects became an important part of my life. The result has been a string of projects that’s far too long to be listed here. It ranged (and still does) from small projects at home – such as redecorating the hall or front bedroom – to bigger projects outside home – such as planning and walking the Hadrian’s Wall National Trail in Northern England – to even larger projects at work – such as a major rebuild of a chemical plant, the introduction of a quality management system and the reduction of energy usage in a large paper mill.

In each of these projects I learnt something new – if only how not to do it next time. But in each of them I was also reminded of the contribution that working together in a team can make to a project.

So when the idea of writing a book on project management for the Teach Yourself series came up, I soon realized that it, too, was a project. However, as I soon discovered, this was to be a project with a difference. For writing a book is something that you can only do on your own – just as you, the reader, can only read the final outcome, the printed book, on your own. But, bridging that gap between the written manuscript and the printed book and then getting that book on the shelves or website of your favourite bookseller takes considerable team effort.

As a result, there are quite a lot of people who have contributed to this project – the 4th edition of this book, now titled Improve Your Project Management. These include a good number of the people that I’ve worked with in the past. They’ve imparted their influences and wisdoms, large or small, at various times and in their own individual ways. Special mention must be made, however, of two people at Hodder: Alison Frecknall – who joined the ‘project’ with the previous edition and Jill Birch – who always seems to be there. Their contribution to this – the project that leads to this new edition – has been significant. Mention must also be made of the continuingly wonderful computers and operating system that Apple created, both of which have made the process of transferring thought to text considerably easier than could have been. Last, but by no means least, acknowledgement is willingly made of the considerable help, counsel and support given by my partner, Linda Baguley.

By the way, I still like Marmite.



1

Projects, projects and projects

In this chapter you will learn:


	About the what, why, where, when and how of projects

	What the Five Fundamentals of a project are

	How the Three Dimensions define its boundaries

	How the patterns of its life cycle vary




Projects old and new

When the Egyptian Pharaoh Cheops died, in 2612 BCE, he was buried in what we now call the Great Pyramid of Giza. Ranked for over 43 centuries as the tallest structure on Earth, this huge edifice is said to have taken over twenty years and almost seven million person-weeks of effort to complete. The finished structure contained over two million blocks of stone, each with an average weight of 2.5 tons. In its original form it rose some 146 metres above a square base whose sides are exactly aligned to the four points of the compass and measured almost 230 metres. A massive project – even by modern day standards – but not the only one in our history.

The ‘top one hundred’ list of humankind’s projects includes many other ancient structures such as the Colossus of Rhodes, the Coliseum of Rome, the Great Wall of China, the Mayan temples of Central America, the Pharos of Alexandria and the megalithic stone circle at Stonehenge, England. But the projects that led to these huge structures were rare, once in a generation, events.

Now, things are different. The project has become an everyday event. It’s a regular feature of all our lives and, for many of us, it’s a common-place experience to be involved in a project, either at work or at home. So why has this happened?


Projects now

Projects are about change. Without exception, they alter, modify, even transform the world in which we live. To do that they act in ways that are creative, energetic and active. The attraction of the project as a change-creating mechanism is both considerable and obvious. But this only goes part way to telling us why our use of the project has changed – why it has become a part of our everyday lives.

 



Insight

It’s worth asking yourself, at least once a week, a question that goes something like this: ‘Which of my current tasks would be completed more efficiently if I treated it as a project?’ Write the answer down, keep it safe and – if the same task comes up again next week – convert it into a project.



The other part of the answer lies in the fact that we have all become more aware of the power of the project. For not only does the project create things, it also enables us to use our resources more efficiently and effectively. Today’s business professional uses it to plan, direct and execute the ways in which organizational resources are used. In our homes we can use the project to enhance the quality of our lives. As a result, the project has become a major contributor to survival and growth in all organizations, whatever their aims, products or services might be, and a tool for us all to use to shape our lives.

But this isn’t the only reason. For the world has also changed. It is, for better or for worse, different from the one that our grandfathers and fathers lived and worked in. Our projects are larger, more ambitious and far more complex. Boston, USA’s Big Dig project which replaced 12 kilometres of city centre highway, China’s ambitious 40-year project to connect the Yangtze, Hai, Huai and Yellow Rivers, Greece’s 670-kilometre Egnatia Highway, the joint American and Japanese Hayabusa probe to the asteroid Itikawa, the world’s biggest hydroelectric river dam, the Three Gorges Dam in China and the worlds tallest hotel, the 321-metre high Burj Al-Arab hotel in Dubai are all examples. Our projects also have shorter life spans. In our market places the tides of change are now global, rather than local or national. What happens in Tokyo on Monday is with us on Tuesday – if not before! This means that customer-led organizations, who need to respond to the desires of their customers, need a mechanism, a process, to enable them to do just that – and quickly.

The project is, without doubt, the answer to that need. It’s more efficient than the programme, that sequence of activities with a specific purpose of generating incremental change that is so common in our organizations. The project acts as a lens through which an organization or an individual can focus resources and abilities towards a desired outcome. In short, the project enables the organization to delight its customers and us, as individuals, to achieve our goals.


How and why

At the core of the project lies the act of doing. Projects are about work, actions, building, re-building, achievements, deliverables and outcomes. But to be successful they must be managed with care and forethought – in ways that ensure that all of this ‘doing’ is carried out efficiently and effectively and focused towards a common endpoint. If we fail to do this then our projects will finish late, generate outcomes that are incomplete or inadequate and do so at costs that exceed our planned expenditure. These sorts of project – the failures of the project world – have ill-defined tasks and deliverables, and inappropriate organizations. They are, as you’ll see in Chapter 12, poorly led, with ineffective communication systems and isolated project teams. Their plans are inflexible and inadequate. Successful projects plan and track measurable tasks and goals. They build on success in short-term deliverables to generate further successes in complex long-term outcomes. They look for results now, rather than later. Their problems are detected early; the creativity, commitment and energy of their teams drive their projects to success.



Insight

Project success comes when you achieve measurable goals. Failure happens when you don’t have clear-cut identified goals.



To make those things happen in our projects we need a map to help us steer our way, a framework from within which we can view the detail of the following chapters of this book, an image that tells us about the project process. Figure 1.1 answers all these needs.

[image: Image]

Figure 1.1 The project process.

This not only confirms that the act of doing is core to the project process – it also tells us that it doesn’t stand alone. For doing needs to be supported and reinforced by the acts of managing, planning, monitoring and controlling. But all of these need, if they are to be effective, to be carried out within an arena that is built on the foundations of good project management – which is where you come in.

But your involvement has its entry conditions.

There are three criteria that you have to meet if you are going to become an effective, creative, change-generating project manager:

 



	First:

	You have to need and want to be a project manager.




	Second:

	You must have the opportunity – either at work or at home – to be able to explore being a project manager.




	Third:

	You must have enough knowledge of the what, how, why and when of being a project manager.





The first two of these are down to you. The third one – the knowledge of the what, how, why and when of project management – is what this book is about. But first, before we reach out for that knowledge, what we need to do is to take a good hard look at the project itself.


Big or small

Most people will have heard about at least one big project. The ones that catch the public eye are usually about creating or doing things that are significant, large, expensive and well publicized, like NASA’s Mars project, Beijing’s 2008 Olympics or Fédération Internationale de Football Association’s (FIFA) World Cup.

But not all of our projects are as ambitious or as massive or as costly as these. For every day, all over the world, millions of projects take place. They are launched, planned, monitored and completed with smaller outcomes, much more modest costs and even shorter time scales.

 



Insight

The total world spend on small projects is estimated to be between 50 and 100 times larger than the total spend on big or mega projects.



New products are being launched, new books published, shops and restaurants ‘re-imaged’ or ‘restyled’ and old or new businesses moved into new offices. The majority of these have deliverables that are modest, by any standards. For example, beverage vending machines are installed, customer record forms used by Sales Departments are modified, holidays are planned and taken.

If you cast your mind back you can probably remember a similar range of projects – from large to small or modest. It’s also worth thinking about the numbers of people involved in those projects and you’ll find that these too ranged from those involving many people – as when a company relocates – to those involving as few as two or three in a workplace or a family.


Concrete or ideas

If you ask most people about the projects that they remember, they’ll probably tell you about the ones that had performances or outcomes that were tangible. You could see, touch or get hold of them. But these concrete, tangible, outcomes – like a new office block or a new computer – aren’t the only sorts of outcome that our projects create.

For our projects can also be aimed towards far less tangible outcomes. These can be, for example, information about customers or changes in the ways in which we think or feel about a particular subject or issue. However, like their cousins with more concrete outcomes, they can still consume huge amounts of money and people time. Some of these are called ‘influencing’ projects. Examples include car manufacturers’ advertising campaigns, aimed at persuading us to buy their newly launched cars; government or federal authority health campaigns, aimed at making us more aware of the risks of smoking or eating too much; and the campaigns of political parties, aimed at persuading us to vote for a particular candidate or party. In our workplaces this sort of ‘influencing’ project is often about such things as increasing quality, reducing waste or improving customer service. These intangible outcomes are just as important as a new computer or a new office block. They all contain the potential to contribute to the effectiveness and efficiency of our organizations. In our homes these influencing projects can help us to support each other or try to persuade our children to behave better.


Work and play

The projects that you’ve heard of or worked on so far might lead you to believe that most of our projects are to do with our workplaces. But that isn’t so. For the power of the project has spread out beyond the workplace into the rest of our lives. We all have individual projects. They can be about any part of our lives. Some of these are about our home – its size, features or decorations – while others are about our desire to be better swimmers, dancers, runners or golfers. Their outcomes can influence or change things like our own or our children’s education, the sort of car we drive, how much we weigh or how we dress. You name it – it is, or has been, somebody’s project.

These projects are just as important as our workplace projects. For not only are they statements of our individuality, their outcomes are also often very influential in our lives. They can, for example, result in us changing jobs, moving house, having an extension or sun-deck built, gaining a master’s degree, having a holiday in Hawaii, changing or making-over the way we dress or do our hair, or even getting a new partner!


The Five Fundamentals

From what we’ve seen so far it’s beginning to be pretty clear that the project is a versatile and powerful box of tricks.

It can:

 


	be about anything that we do or want to do

	be large or small – or any size in between

	last for decades – or be completed in a day

	cost any amount of money – from tens to billions

	create things that are either tangible or intangible

	involve any number of people – from a single individual to nations.



And yet, despite this astonishing range of outcomes, sizes, costs and durations, all of these projects have a number of basic characteristics in common.

These, the Five Fundamentals, are present in all our projects:

1 Projects are one-shot events

All projects are one-off events. They come and go, appear and disappear, leaving behind the outcome of our labours. In this, they are very different from the repetitive activities of our day-to-day work. The project’s activities begin, the project workload grows from modest beginnings to reach a peak of activity and then the project fades away leaving outcomes that are, as we will soon see, unique.

2 Projects are unique

No two projects are alike. Every project, whatever its outcome, has at its core something that is singular to that particular project. In some projects this singularity or uniqueness is considerable. They have never-to-be-repeated outcomes – like the Pyramids in Egypt or the Thames Flood Barrier in London. In other projects, however, this uniqueness is less obvious and even seems to be masked by the similarities between it and other projects. For example, a project to build yet another office block in Sydney appears, on the surface, to be the same as all the other office block projects in that city. But it is unique – it has a different design, different contractors, different site, different client, different foundations, different access, and so on.



Insight

If your project outcome isn’t unique then you could actually be looking at a ‘doesn’t-happen-very-often’ process rather than a project.



3 Projects have limited and defined time spans

A project is about the creation of something by a specific time. It has a ‘deadline’ or target completion date. This means that the project doesn’t go on for ever. It reaches a point in time when it is complete. When this happens the project is closed, its management team is disbanded and its people move on to other projects or other tasks. The project outcome is handed over to those who are to manage its day-to-day operations. On larger and more complex projects, this time span might cover several years – even decades. It took fourteen years to create the Statue of Liberty! But even these projects reach an end-point.

4 Projects are about change

All projects are about change. They create the new and sometimes knock down the old. These changes can be large or small and can have either trivial or significant implications for our lives. They change the places in which we work and the ways in which we do that work. Managing this change requires special skills. These are skills that are quite different from those needed to maintain the relative stability and predictability of day-to-day operations.

5 Projects have defined outcomes

All projects have well-defined deliverables. These might be a newly built house, a just-published book, a changed business structure, a newly purchased car, or victory in a campaign to be elected to a political office. The pathways to these outcomes consist of linked chains of activities. Each of these might have a sub-goal or sub-outcome, as, for example, when building a house we have to have a sub-goal of completing the foundations. This, as we will see in later chapters, helps the ways in which we plan, control and manage the project. As the project progresses, these sub-goals often become increasingly interdependent. That is, they require other tasks to be completed before they, in their turn, can be completed. For example, in our house project, we have to complete both the foundations and the walls of the house before we can put its roof on. In the end, all of these sub-goals or sub-outcomes must be completed in order to achieve the project’s overall goal or outcome.

These Five Fundamentals are present in all projects, whatever their size, cost or duration. Right now you can explore whether you’ve got them in what you think is or was a project by using the ‘Is it a project?’ checklist opposite.


Definitions

This is the point in the book at which we need to decide exactly what we mean by a ‘project’. In other words, we need to produce a definition of a project.

When it comes to definitions, dictionaries are usually a good place to start. The Oxford English Dictionary tells us that a project is ‘something projected or proposed for execution; a plan, scheme, purpose; a proposal’ – which, as far as it goes, is concise and to the point. But does it go far enough? Does it, for example, tell us about the project’s uniqueness, its limited duration or its specified outcome? The answer, of course, is no, it doesn’t.

But when we look at the literature of project management we find little improvement. Some writers stress the uncertainty of projects and write about ‘risk’ and ‘steps into the unknown’, while others speak eloquently of ‘human endeavour’, specific outcomes or simply beginnings and ends. None of these really captures the essence of a project that, as we saw earlier, embodies uniqueness and definitive statements about duration and outcomes.

 



 

Is it a project?

A Checklist

 


	Think of a task or job that you currently have in hand or have recently completed.

	Write down, in a single sentence, what you aim to achieve or achieved by completing that job.

	Answer the following questions about the job:

	Did it have a defined start date? Yes [image: Image] No [image: Image]


	Did it have a defined end date? Yes [image: Image] No [image: Image]


	Did it involve you and other people? Yes [image: Image] No [image: Image]


	Did it involve changing something? Yes [image: Image] No [image: Image]


	Did it have a clear and well-defined outcome? Yes [image: Image] No [image: Image]


	Was the outcome of the task unusual? Yes [image: Image] No [image: Image]


	Did the task involve people with a range of different skills? Yes [image: Image] No [image: Image]






	If the task outcome was unusual was this because:

	it had not been done before? Yes [image: Image] No [image: Image]


	you hadn’t done it before? Yes [image: Image] No [image: Image]


	it was unique? Yes [image: Image] No [image: Image]








Key

If you accumulate seven or more yes’s then you probably had a project.

If you accumulate five or less yes’s, you have or had a routine task.

If you accumulate between five and seven yes’s then you’ve probably not defined the job clearly – or had a very unusual routine task.

 



So, to get out of this log-jam, we’ll have to generate our own definition. From this point onwards, this is what we’ll mean when we use the word ‘project’:

 

A project is a sequence of connected events that are conducted over a defined and limited period of time and are targeted towards generating a unique but well defined outcome.

 

When we apply this to our earlier examples of projects, we find that they all fit – they all display a degree of uniqueness, consist of activities that are connected to each other and have defined outcomes and limited time spans. This means that we can now begin to view the project as a change-creating mechanism or process – one that we can use to achieve outcomes and create deliverables. We can, for example, use the project at work to introduce a new management information system, change the way we record the details of our customers, restructure our organization, target a new market niche or influence the ways in which our work colleagues think about quality. In our homes we can use the project to restyle our bedrooms, create our sun-decks and plan where we go for our holidays.

But let’s not run away with the idea that the project is the only change-creating mechanism that’s available to us. Most of us have a whole range of these in our managerial kitbag. However, none of these is as powerful or as effective as the project. The key skill comes in knowing not just when to use the project but also, and perhaps more importantly, how to use it. The next step towards that knowledge comes when we begin to explore the shapes of our projects and in so doing find out more about their boundaries.


The project boundaries

One of the most obvious things about a project is its outcome. Indeed, this is so obvious, that many of us fall into the trap of thinking that it is the only feature of a project. We identify projects by their outcomes, as in London’s 2012 Olympics or NASA’s Cassini-Huygens mission to Saturn, and forget that all projects have other key and interrelated features.

When we ask questions these features begin to emerge. ‘How long did it take?’, ‘How much did it cost?’, ‘Was the final outcome as we specified it at the beginning?’ and, most importantly, ‘Does that outcome do what we wanted it to?’ are all questions about the other key features of the project. All of these are equally important; their dimensions define the boundaries of our projects. They also exert a considerable influence upon ways in which we manage them. For example, the question ‘How long did it take?’ raises the issue of the time span of the overall project or the individual activities that make it up. ‘How much did it cost?’ draws our attention to the cost of the project. ‘Was the outcome as specified at the beginning?’ and ‘Did the outcome do what we wanted it to?’ are both about the project’s performance as seen in its outcome.

But none of these features stands alone. They are woven together in a complex web of interrelatedness. As such it is possible to have trade-offs between them, for example, when getting it done quickly costs more, or when adding more features costs more and takes longer. Additionally, the Quality Revolution, with its emphasis on customer satisfaction, means that we now have to be aware of the need to extend our definition of the project’s performance to include the quality or ‘Fitness for Purpose’ of its outcome.

These three features or dimensions – Time, Cost and Performance – are key to all of our projects.

We need to be aware of them when we define, manage, plan, monitor and control our project. For example, a project to build a sports stadium would be defined in terms of its Performance – as in the size of its running track and playing field, the changing facilities, size of car park, etc.; its Cost – $30,000,000; and Time, i.e. its duration – to be ready for use by 1 December 2015. The quality aspects of this Performance relate this project to the needs of the customer and can be expressed in terms of both individual and idiosyncratic factors. These will be objective, such as ‘Are there enough parking spaces?’ and subjective, such as ‘Is the warm-up area big enough?’ Think back to when you last bought something major – a house, a car or even an office block – and see if you can recognize the importance of this subjectivity and the ways in which it influences your decisions.
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