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The Chartered Management Institute is the only chartered professional body that is dedicated to management and leadership. We are committed to raising the performance of business by championing management.


We represent 71,000 individual managers and have 450 corporate members. Within the Institute there are also a number of distinct specialisms, including the Institute of Business Consulting and Women in Management Network.


We exist to help managers tackle the management challenges they face on a daily basis by raising the standard of management in the UK. We are here to help individuals become better managers and companies develop better managers.


We do this through a wide range of products and services, from practical management checklists to tailored training and qualifications. We produce research on the latest ‘hot’ management issues, provide a vast array of useful information through our online management information centre, as well as offering consultancy services and career information.


You can access these resources ‘off the shelf’ or we can provide solutions just for you. Our range of products and services is designed to ensure companies and managers develop their potential and excel. Whether you are at the start of your career or a proven performer in the boardroom, we have something for you.


We engage policy makers and opinion formers and, as the leading authority on management, we are regularly consulted on a range of management issues. Through our in-depth research and regular policy surveys of members, we have a deep understanding of the latest management trends.


For more information visit our website www.managers.org.uk.
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Transform the way you work


The Chartered Management Institute’s Chartered Manager award is the ultimate accolade for practising professional managers. Designed to transform the way you think about your work and how you add value to your organisation, it is based on demonstrating measurable impact.


This unique award proves your ability to make a real difference in the workplace.


Chartered Manager focuses on the six vital business skills of:


 




	Leading people


	Managing change


	Meeting customer needs


	Managing information and knowledge


	Managing activities and resources


	Managing yourself





Transform your organisation


There is a clear and well-established link between good management and improved organisational performance. Recognising this, the Chartered Manager scheme requires individuals to demonstrate how they are applying their leadership and change management skills to make significant impact within their organisation.


Transform your career


Whatever career stage a manager is at Chartered Manager will set them apart. Chartered Manager has proven to be a stimulus to career progression, either via recognition by their current employer or through the motivation to move on to more challenging roles with new employers.


But don’t take just our word for it …


Chartered Manager has transformed the careers and organisations of managers in all sectors.


• ‘Being a Chartered Manager was one of the main contributing factors which led to my recent promotion.’


Lloyd Ross, Programme Delivery Manager, British Nuclear Fuels


• ‘I am quite sure that a part of the reason for my success in achieving my appointment was due to my Chartered Manager award which provided excellent, independent evidence that I was a high quality manager.’


Donaree Marshall, Head of Programme Management Office, Water Service, Belfast


• ‘The whole process has been very positive, giving me confidence in my strengths as a manager but also helping me to identify the areas of my skills that I want to develop. I am delighted and proud to have the accolade of Chartered Manager.’


Allen Hudson, School Support Services Manager, Dudley Metropolitan County Council


• ‘As we are in a time of profound change, I believe that I have, as a result of my change management skills, been able to provide leadership to my staff. Indeed, I took over three teams and carefully built an integrated team, which is beginning to perform really well. I believe that the process I went through to gain Chartered Manager status assisted me in achieving this and consequently was of considerable benefit to my organisation.’


George Smart, SPO and D/Head of Resettlement, HM Prison Swaleside


To find out more or to request further information please visit our website www.managers.org.uk/cmgr.
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Preface


So, you’re involved in a project – and it’s either a new experience or one that’s taking you near to the boundaries of your know-how or training. You want to get it right – after all, it might lead to bigger things.


The aim of this book is to help you do just that – get it right – and do it well.


Written for people who, like yourself, are either new to managing a project or want to improve your project management skills, it’s a book that explains and illustrates the what, why, where, when and how of project management. It will do this in a way that’s accessible and easily understood. Rich in diagrams, useful ideas and pointers to appropriate methods and tools, it’s the book for all of you who wish to develop and learn more about the skills of effective project management. By the time you get to the end of this book you will understand not only what a project is but also what you need to do to successfully plan, manage and control that project. By then, if not before, you should be ready to undertake, with confidence, the process of managing projects successfully.


To get to that point you’ll have made your way through the ten chapters of the book. These are arranged in a logical sequence that assumes you’ve been given a sanctioned project to manage. They will tell you what is, and isn’t, a project (Chapter 1); how to organise (Chapter 2), plan (Chapter 3), manage (Chapter 4), and monitor and control your project (Chapter 6) as well as how to assemble your project team (Chapter 5), solve the problems that crop up along the way (Chapter 7), close your project (Chapter 8) and make sure that your project is a success (Chapter 9). But if you haven’t been given an already sanctioned project then start off by reading Chapter 1 – to find out about the what, why, where, when and how of projects – and then jump to Chapter 10 – which will tell you how to choose your project and then generate an estimate of your project’s cost – and then circle back to the beginning of Chapter 2.


Whichever way you do it, you’ll find that each of these chapters:




	starts by telling you what it aims to do and how it will do it


	contains accessible and understandable material that is easily related to your own experience


	finishes with:

        –  a summary of the chapter’s key points



        –  a ‘instant tip’ that you can take on board to improve your working life.









Above all, it’s a book that’s aimed at fast-tracking you to where you know a great deal more about projects and project management. When you get there, you’ll also be ready to confidently manage a project of your own.


So what are you waiting for?
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What is a project?








This chapter is about exploring the project and discovering its nature, characteristics, variety and outcomes. It will also tell you about the Seven Significant Features and Three Dimensions that all projects have. By the end of the chapter, you will have a clear idea about what is, and isn’t, a project; what its key characteristics and dimensions are; what a typical project life cycle looks like; how its activities change as it develops, grows and is finally completed and how and why managing a project differs from day-to-day management tasks.



Projects, projects and projects



Projects get talked about quite a lot these days. You’ll regularly read about them in your newspapers and magazines and they’re often featured on your television and radio. You’ll certainly hear about them at work and, at home, you’ll probably find your children telling you about their school or homework ‘projects’. When you go on the Internet and put the word ‘project’ into the ‘Google’ search engine, you’ll find you’re being offered an amazing five hundred million plus links! Similarly, if you put ‘project’ into the search box of what’s said to be the ‘biggest multilingual free-content encyclopedia on the Internet’ – Wikipedia – you’ll find that you’re offered over 140,000 articles.


So, what is this thing we call a ‘project’ and why is it so popular?



Projects – ancient and modern



At least part of the answer lies in the fact that humankind and projects have been hanging about together for quite a while. The Ark, the Tower of Babel, Stonehenge, the Great Wall of China, Hadrian’s Wall and the Pyramids of Egypt are all examples of projects from humankind’s past. But history tells us that the creation of such huge structures was a rare, once in a lifetime, event – perhaps because of their size or the enormous resources involved. For example, the construction of Hadrian’s Wall in Northern England was probably started in 122AD and took around eight years to complete while the Great Pyramid of Cheops in Egypt took about 20 years to build around 2500BCE. But here and now, in the twenty-first century, things are different. For now projects are not only increasingly present in our lives, they’re also here in a greater variety than ever before.


So why has this happened? The answer to this question has two strands to it. The first of these is that we’ve come to realise how powerful the project is. For it’s a mechanism, a process, that:




	is about creating change


	enhances our ability to do things


	enables us to do those things more efficiently and more effectively.





As such, all projects have the potential to be major contributors to the growth, well being and survival of our organisations – whatever their objectives might be and whatever the products or services that they generate. As one project management guru put it ‘every project carried out for a commercial organisation is a sub-project to that of achieving its corporate goals’.


The second strand tells us what we already know – that the world in which we work has changed. For now the organisations that we work for have to sell their products in increasingly competitive and volatile worldwide markets. In this hostile and demanding business environment, organisations have to be able to react and respond quickly to the needs of their customers. The project is a proven and effective way of doing just that. It upgrades and focuses the abilities of the organisation and, if used correctly, enables that organisation to respond, effectively and efficiently, to these needs. In short, it enables the organisation to delight its customers.



Projects – great and small



If you think about the projects you’ve heard about or are familiar with you’ll probably come up with recent projects like the preparations for the Beijing 2008 and London 2012 Olympics or the construction of the breathtaking Millau Viaduct that spans 2.5km across a valley in South Western France. Go back a bit further in time and you’ll probably turn up the Sydney Opera House, the Channel Tunnel, the 553-metre-high CN tower in Toronto, the 3910-metre-long Akashi-Kaikyo bridge in Japan, Hong Kong’s new Chek Lap Kok international airport and China’s huge Xiaolangdi dam on the Yellow River. Almost all of these are massive, multi-billion yen, pound or dollar, decade-long mega projects that catch the public eye.


But these aren’t the only projects that you’ll meet in your life. For there are many, many projects that have much shorter timescales, are far less costly and create outcomes that, whilst important, are not as momentous or huge as those above. It shouldn’t take you long to come up with examples – both at home and at work. These will have labels like ‘Next Year’s Holiday’, ‘Decorating the Lounge’, ‘Expanding The Stores’, ‘Reimaging the Shop’, ‘Relocating the Office’ or ‘Installing a Beverage Vending Machine’. Most of these projects will be much, much smaller than the mega projects of the world and, what’s just as important, may not even have the label ‘project’ stuck on them. But they do exist; they are very widespread and very, very abundant. Some estimates put the total world spend on this sort of project at between 50 and 100 times the total spend on mega projects. When you think about the number of people involved in each of these smaller projects you’ll probably find that these are much less than the millions of people involved in the mega projects above. They’ll range from the hundreds of people involved when a company relocates down to just two or three people when a new drink vending machine is installed. In fact, most of these mini projects, as you’ll see later in this book, involve only two or three people and might only do that on a part-time basis. But, despite this, their ubiquity means that the total number of people involved in small projects exceeds that of the mega projects by several orders of magnitude.


Nevertheless, all of these projects – despite their limited size, scope or ambitions – are important. They are the sorts of project that you probably get involved in as a part of your day-by-day management duties. If you are going to reap the full benefits of their outcomes, you’ll need to manage them efficiently and effectively.



Projects – steel and concrete or attitudes and ideas



It’s also probable that most of the projects that you’re familiar with will have had outcomes that are solid, physical, tangible and touchable. Examples might include the new Wembley Stadium in London, the new office block you pass on the way to work, the new factory that your company has moved into, or the new equipment in your workplace. But these aren’t the only sorts of outcomes that projects can have.


For the outcomes of your projects can also be far less tangible or concrete. Examples might be projects that:




	involve gathering information about customers


	result in changed departmental structures


	try to influence the ways in which you or I think or behave.





Examples of this last sort of project – which the theorists would call an ‘influencing’ project – would include:




	advertising campaigns


	government health campaigns, or


	election campaigns.





These intangible outcome projects might also be about increasing workplace awareness of issues such as quality, waste reduction or customer service – all of which are important and all of which can, and do, contribute to the levels of effectiveness and efficiency of your workplace.



Projects – as a whole



By now, you’re probably getting ‘tuned in’ to both the number and the significance of projects in your life. Your involvement in these projects will vary – with some you’ll be watchful but uninvolved while with others you’ll have direct and immediate contact. You’ve also probably picked up the fact that these projects can:




	be concerned with any aspect of your life


	be of any size from small to large


	take days or decades to complete


	involve costs from tens to billions of dollars, yen or pounds


	have outcomes that can be tangible or intangible


	involve any number of people from individuals to nations.





And yet, despite the astonishing range of their outcomes, size, cost and duration, all of these projects have a number of common characteristics. This may be difficult for you to accept. How can it be, you might ask, that all projects – whether concerned with building a new factory or installing a new vending machine or persuading people to behave in different ways – are basically the same and have a number of very significant features or characteristics in common?


But that is the case – as you will now see.



The Seven Significant Features



The truth is that all projects – whatever their cost, duration or outcome – have a number of features or characteristics in common. These lie at the core of their existence as a project and identifying and understanding them is a major step towards your understanding of the what and how of a project. There are seven of these and they tell us that all projects:




	are about change


	are, in some way, unique


	exist for a limited and defined period of time


	have defined outcomes or targets


	use a variety of resources


	are risky ventures


	involve people.





Let’s take a look at these in more detail.


Projects and change


Projects are almost exclusively about change – either knocking down the old or building up the new. This change can be anywhere between large and small and its implications can lie, similarly, anywhere between significant and limited.


Projects and uniqueness


Every project outcome has within it features which are unique to that project. In some projects this uniqueness is considerable. They are singular, one-off, never to be repeated outcomes – like the Pyramids. Other project outcomes, however, possess lesser degrees of uniqueness. For example, the uniqueness of a project outcome of an estate of standard dwelling houses in Brighton, England will be limited to those factors associated with the particular and unique site that they are to be built on. That is to say that while the houses built may be of a standard design and are not unique, the site is unique and will have its own characteristics which will include shape, size, drainage, access, etc.


Projects and time


All projects have defined ‘deadlines’ or target completion dates. This means that the project has a limited life span – it doesn’t go on forever – and will reach a point in time when it is complete. When this point is reached the project will cease to exist. Its management team will disband and move on to other projects or other tasks and the project outcome will be handed over to those who will manage its day-by-day operation. On larger and more complex projects, the project life span can reach out over several years – even decades. But even these projects will reach an end-point and finish.


Projects and outcomes


All projects have well-defined goals, outcomes or sets of desired results. These can be the completion of the building of a house or the publication of a book. These outcomes can also be divided into sub goals or sub tasks which, as you will see later in this book, help the planning, control and management of the project. Often these tasks are interdependent – that is they require other tasks to be completed before they can be completed. But they all must be completed in order to achieve the goal or project outcome.


Projects and resources


One of the singular characteristics of a project is the way in which it uses its resources. For example, a project to build a house will require periods of activity from bricklayers, electricians, carpenters, tilers, plasterers and decorators. These periods of activity will rarely overlap with each other but they will depend upon each other. For example, the decorator cannot start his activities until the carpenter, the plasterer and the tiler have completed their activities. They, in their turn, cannot start their activities until the electrician has completed his or her activities, and so on. The transitory nature of these resources is also present in the equipment needed for the projects – in this case, the diggers, scaffolding, cranes, etc. In a well-managed project these will appear when needed – not before – and leave when their task is complete.


Projects and risk


All projects are about change and that, whichever way you look at it, brings risk with it. Your project – whatever its outcome might be – represents a change. This is a change that’s chosen and deliberate – rather than accidental and random – and it also, for most projects, results in a change or changes to:




	the ways in which you or your organisation do things, and/or


	the things that you or your organisation do them with.





But these aren’t the only characteristics of your project changes. For they are also sudden – rather than gradual, and significant -rather than trivial. As a result you and your project are exposed to risk, mischance and peril. Later in this chapter and in Chapter 9 you’ll see that, in a well-managed project, these risks are identified very early in the project’s life cycle. In Chapters 2 and 6 you’ll also see that once the project is sanctioned and passes into the ‘doing’ stages of its life cycle these risks will be examined, monitored and managed. Despite all of this, your project will never be free of risk and its close cousin uncertainty.


Projects and people


Projects are people-centred – they need and demand, whatever their duration or outcomes, the skills and abilities of people in order to create, plan and manage the processes and activities involved. These people and their skills and abilities enable the detail of both the course and content of the project to adapt and change in the face of the vagaries of the ‘real’ world. While projects share this people-centred characteristic with the day-by-day routine operations which take place in all workplaces, the people demands of projects are different, in both content and magnitude, to those day-to-day routine activities.



Projects and day-by-day activities



When you compare what goes on in a project with what happens in the day-by-day activities of your workplace you’ll soon see that these are quite different. For example, a project is temporary and transient while the day-by-day operations of your workplaces are ongoing and repetitive. Take a look at the table below to get a better feel for these differences.
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When you’ve done that you’ll realise that projects:




	are different from the other activities that you carry out in your organisation


	must be organised, planned and managed in ways which differ from those that you use in your day-by-day activities.





This means that projects – if they are to be successful – require and demand a different set of approaches and skills in their management. Later in this book you’ll find chapters that will take a look at how projects are:




	structured or organised


	managed


	planned


	controlled, and even


	closed.






Projects – a definition



Your exploration of projects and what they do and don’t do, should, by now, have brought you to the point where you might be thinking that it would be useful to condense what you’ve read into a brief and simple definition of a project. But when you start to look at what other people have said and written you’ll find that good definitions of what makes a project are a bit thin on the ground. For example, a typical dictionary will tell you that a project is ‘a plan or a scheme’ – a definition that doesn’t say anything about the project’s uniqueness or limited duration. The literature of project management doesn’t help much either. For there you’ll find material that tells you about ‘risk’, ‘uncertainty’ and ‘steps in to the unknown’ and definitions that speak eloquently of ‘human endeavour’, specific outcomes or simply beginnings and ends.


None of these really captures the essence of a project. So, from this point onwards, the definition that this book will use is a simple and straightforward one which tells you that a project is:
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A sequence of activities which are:




	connected


	conducted over a limited period of time, and


	targeted to generate a unique but well-defined outcome.
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Apply this definition to the examples given earlier in this chapter and you’ll see that they all fit – they all display a degree of uniqueness, consist of activities which are connected to each other and have defined outcomes and limited time spans.



Why projects?



Now that you know what a project is you can begin to move on to looking at what you can do with it. For a project is, above all, a change-creating mechanism – one that you can use to achieve any outcome that:




	is unique or one-off in nature


	can be defined


	needs to be created within a specified time period.





It’s also a pretty versatile mechanism, one that you can use to do many things. For example, you can use a project to:




	reorganise your company or department


	improve your organisation’s performance


	introduce a new way of doing things


	get rid of an old way of doing things


	influence the ways in which people think or feel about something.





Of course, the project isn’t the only change-creating mechanism that you’ll have as a manager. But it is a powerful and proven one. But, as is so with other instruments of change, the key is in knowing not only when to use the project but also, and perhaps more importantly, how to use it. In order to ensure that you take the next step on your journey towards that knowledge what you now need to do is to take a look at the key dimensions of projects.
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