Unit Outline

Defining the Project

Identifying Project Participants

1. Who are the project participants?

2. How do stakeholders influence a project?

Identifying Goals and Objectives

1. What is project planning?

2. What is the project objective, and why should I clearly define it?

Determining Project Constraints

1. What constraints affect a project?

· Performance standards

· Time

· Budget

2. How should I prioritize project constraints?

Identifying Project Activities

1. Why and how should I identify project activities?

2. What is a WBS and how can it help me plan a project?

3. How do I create a WBS?

 

Unit Content

Defining the Project

Identifying Project Participants

Who are the project participants?

In a given project, the participants will include at least the project manager and the project originator. In rare instances, these roles may be filled by one individual, but usually the project manager is someone who manages the project for the originator. The project originator may be the manager's boss or a customer. Other individuals or groups that can be considered project participants include people assigned to work on the project; the public, if they are affected by the outcome of the project; the parent organization, who staffs the project; and customers, if they use a product created by the project.

Any individual, group, or organization involved in a project or whose interests may be influenced as a result of project achievement can be considered project stakeholders. As a project manager, it is important for you to identify all the stakeholders for your project and determine their expectations for it. Managing stakeholders' expectations reduces conflict and leads to project success.

How do stakeholders influence a project?

Stakeholders have various levels of influence on a project:

· Some stakeholders simply need to feel appreciated throughout the project process.

· Some stakeholders outline specific requirements they want the project to meet. You should advise the stakeholders if their requirements for a project are not going to be completely fulfilled.

· Some stakeholders have specific requirements they want the project to meet, and their stake in the project is large enough that you should strive to meet their needs under most circumstances.

You should adjust the effort you put into meeting stakeholders' needs based on the level of influence they have on the project.

 

Identifying Goals and Objectives

What is project planning?

Project planning is often considered the most important step of the project management process. During project planning, the project manager and stakeholders define the project's goals, then determine how to meet those goals. Planning helps you avoid costly changes during the process of completing the project by ensuring that the work is done correctly the first time.

What is the project objective, and why should I clearly define it?

A project's objective is a written statement that details what goals the project should accomplish. Clearly defining the project's objective enables you to know exactly what you need to accomplish. Regardless of how hard you work at project management, if the project does not accomplish the correct goal, the project fails. Therefore, you must have a clear objective you can work toward to ensure that you accomplish all that is expected of the project.

 

Determining Project Constraints

What constraints affect a project?

There are three constraints that affect a project:

· Performance standards

· Time

· Budget

· Performance standards

Performance standards are the goals set forth for a project. Since a project cannot be successful if it does not accomplish the goals the stakeholders set for it, performance standards are vital to a project. Performance standards are constraints because they can dictate how project work must be completed. When considering the performance standards of a project, you should always look deeper than the initial goals the project originator or other stakeholders set.

Frequently, stakeholders do not explicitly state every goal they want a project to achieve. Nevertheless, you should understand that stakeholders will judge the success of the project based on their expectations, even if those expectations were not clearly defined. Therefore, while planning a project, you should discover as much information as you can about stakeholders' expectations.

· Time

The amount of time you are given to complete a project will affect every aspect of it. Time can greatly affect the amount of resources needed to complete a project, as well as the order in which you complete tasks and activities. As you plan your project, you should keep in mind any organizational or political issues that could arise and affect your ability to complete the project on time.

· Budget

Budget allocations will influence your ability to accomplish a project by determining what resources you can use to achieve your project's objective. Your project budget will also influence whether you can achieve the specified performance standards within the allotted time.

Often, before taking responsibility for a project, project managers act as consultants for project originators. The consultation is a valuable opportunity that can increase your chances for success as a project manager. If you are given an opportunity to work as a consultant before a project begins, be sure to research the project thoroughly before making a budget proposal. You should examine any organizational or political influences that could affect the project completion.

How should I prioritize project constraints?

Before you can effectively plan a project, you must prioritize the performance standard, budget, and time constraints. Prioritizing constraints is essential. You will make strategic decisions based on the constraints so that you can make the best use of the project resources.

As a project manager, you will have to make trade-offs based on one or more of the constraints. How well you compromise and make those trade-offs affects the success of the project.

Therefore, you should determine the most important constraint, or the driver, since it will drive the activities needed to complete the project. If you, as the project manager, fail to adjust for this constraint, the project will fail even if you adjust to the other constraints. The least important constraint, or the weak constraint, is not as important to the success of your project. The remaining constraint is the middle constraint.

As you prioritize project constraints, remember that you do not decide which constraint is most important; rather, you identify the relative importance of each constraint based upon the expectations the project originator has for the project. You must determine these expectations and how they influence the constraints, so you can manage the project appropriately.

Once you have identified the driver, middle, and weak constraints for your project, you will be prepared to begin planning your project. Understanding the level of importance of each constraint will provide you with a strategic tool for managing your project. For example, since the weak constraint is not as critical for project success as the driver and middle constraints, it often provides a source of flexibility for the project.

Imagine you are working on a project in which time is the driver and performance standards are the middle constraint. If your project falls behind schedule, you could make use of the flexibility in the weak constraint by using your budget to add resources that can move the project back on schedule.

 

Identifying Project Activities

Why and how should I identify project activities?

It is essential to the success of your project to identify all the activities, or elements of work, that must occur in order to complete the project. As you plan a project, it is important to identify every activity, so you can budget the time and resources needed to complete them. Failing to identify all of the activities can cause unexpected problems. One way to ensure that you identify all of a project's activities is to use a work breakdown structure, or WBS.

What is a WBS and how can it help me plan a project?

A WBS is the foundation for project planning and is vital to project management. A WBS helps you identify complex project activities and divide those activities into smaller activities. Focusing on smaller activities simplifies estimating the duration, cost, and resource consumption for the project.

How do I create a WBS?

To create a WBS, the first step you should take is to brainstorm the different project activities. If other people will be working on the project with you, include them in the brainstorming process. Write down every possible activity that will need to be completed to achieve the project's goals. A helpful way to record the activities is to write individual activities on sticky notes. This method will facilitate grouping and arranging the activities later.

The second step you should take to create a WBS is to refine your activity list. It is possible that you will create multiple strategies for accomplishing a project's goals. Each strategy may consist of a different set of activities. If this is true for your project, you should choose the best approach for achieving the goals and make any necessary adjustments to the set of activities. In addition, you may discover that some activities need to be broken down into smaller ones, while others may need to be combined. Use your best judgement to determine a final set of activities.

After you have identified and recorded the project activities, group the sticky notes into logical categories, such as ''Purchasing,'' ''Installing,'' or ''Testing.'' As you do so, look for any places where you may have forgotten activities. Once you have completely organized the categories, review the entire set again to ensure that you have not forgotten any activities.

