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This document attempts to illustrate the knowledge of project management principles along with portfolio management strategies on how a SME (short/medium enterprise) company’s project is managed, the stages and phases it goes through (lifecycle), the barriers, limitations and risks attached to it and its assessments (controlling/monitoring), harmonized with prerequisite skills for management and making decisions, unifying satisfaction towards tri or quadruple constraints (time, cost, scope and quality) of project. | 

Task 2 
Introduction 

The gradual change, growth and diversity in technological environment, surroundings engendered numerous changes in managing projects. In spite of the fact that project management practices has been adapted for a long time, however in the last few decades philosophical literature revealed how projects are managed which induced different operational and strategic changes (Cleland 1999), According to Knutson, (2001) the theatrical shift in world’s economy towards information-based wealth creation has brought proliferation and change in nature of projects that actualizes value for companies. 
This assignment postulates how a SME-company’s project is managed in perception of project management to portfolio management strategies considering all relevant literature and information feasible (e.g. methodologies Prince2 method/critical-chain etc.) and brief definition and methodical elucidation towards practice on each measure (appendices). 
(PMBOK 1996, p.4) defines a project as: “A temporary endeavour undertaken to create a unique product or service.” (Burke 1999) In which temporary ascribes that the project has a specific (definite) end and unique indicates the difference in service (scope) from other similarities in a distinguishing way. Further prerequisite of a project is to be on time, within specified/determined cost or budget and satisfaction of stakeholder in means of performance and quality (Figure 1.1 – appendices). 
According to Westland, (2007), managing a project requires a set of skills and experience to minimize the risk, tools and a series of processes and techniques to control and monitor costs, time, quality and scope of project. For a project-manager skills are necessary requisites for success, Meredith et al. (2006) classified those skills in six divisions which includes leadership, team-building, organisational, communication, coping and technological skills. Further El-Sabaa (2001) arrays three basic skills for effective administration that are technical, conceptual and human skills. 

Project Life Cycle (PLC) – Ishort Ltd 

According to Kerzner, (2003) in every program, product or project there are certain phases and stages by which it goes through and develops which is called the life-cycle, a clear understanding towards the life-cycle accommodates better control on resources for a manager to complete a successful project. 
Similarly the project (Ishort ltd) goes through following phases and stages: 
Before starting up we analyze how our project will progress Meredith and Mantel (1995) stated that commonly there is a phenomena of slow-rapid-slow progression in every project (Figure 2.1 – appendices) as the appendix shows the mid part consumes most of the time and work thus it is the most critical part where the real work will be done. According to Rosenau, (1998) it also displays three basic phases which are beginning, middle and the end. Similarly our project will embody corresponding cycle (Figure 2.2 – appendices). Further according to Chapman and Ward, (1997) PLC is classified in terms of four phases which are “conceptualisation, planning, implementation and termination” that determines the work plotted in each phase over the life of a project. (Figure 2.3 – appendices) analyzes the four phases and determines the cost curve of Ishort Ltd which also illustrates that execution phase embraces max-cost, according to Verma, (1995) for successful project and satisfying stakeholder we must satisfy tri-constraint (cost, time and quality), Meredith and Mantel (1995) stated that these constraints can be fulfilled by gradual growth in effort-level (Figure 3.1 – appendices). 

To start our project first stage we go through is: 
Conceptualisation: 
Conceptualisation will be our initial stage in which we define what work we are going to do and delineate areas of responsibilities (goals/objectives, determination/assumptions of risk/obstacles) basically conceptualisation leads to “settlement of scope” (Wysoki et al. 1995). 
The stage of conceptualisation is more like defining/understanding the present to manage ongoing endeavours. In reference to text Futurist John Naisbitt (2006) has said “The most reliable way to anticipate the future is by understanding the present.” 
In our project’s (Ishort Ltd) conceive stage we idealise/illuminate the operation of a new building in means of stakeholders’ requirements and objectives which are accepted mutually, which involves allocation of resources and man-power/labour, preliminary analysis; identification of risk (problems that might occur during the process), define minor/major construction required (design/layouts) in accordance with settled budget and time (Chapman and Ward 1997), in short in this stage we have identified how our deliverable will be produced and what benefits we are expecting from it (why and how). For example bottleneck of problems, goals, latest finish, max-cost for specific area/work etc. 
Moreover, according to Kor and Wijnen, (2007) we will define ER goals (smarter/better/fitter) for our project which will be further broken down into MACIC or SMART goals represented as a diagram “goals/efforts/means network” (GEM). 
A broad feasibility study will be carried forward on financial and non-financial factors as stated by Lopes and Flavel (1998) (managerial and organisational, social, political and environmental issues) which might evoke chances of failure in project therefore we’ll assess before project is appraised which involves recruitment of local expertise, adaptation/use of prototypes, multiple and individual appraisals, examination of milestones frequently where feasible. 

The second stage of our project will be project-management-planning (PMP): 
Planning: 
Planning is more like refinement of conceptualisation. According to Leach, (2000) this stage refers to a series of processes which are: 
* Tropical plans which are procurement, safety, quality, environmental, staffing or systems engineering; 
* Communication in means of approval and document distribution; 
* Procedures of work; 
* Standards and specifications 
* Procedure of change control 
Additionally according to Kerzner, (2003) Feasibility study on technical aspects will be: 
Planning for development and implementation of project activities, estimation of possible elapsed time, requirements for staffing and equipments, identification/determination of costs and risk involved in project’s investment. 

Accounting and financial factors planning: 
The planning is required for forecasting project’s financial-return and risk attached to it. A set of financial-techniques will be used for monitoring and controlling in which schedule and cost will be tracked actualizing value earned; variance analysis as a tool to control and cash-accounting (cash-flow to monitor) rather than accrual (Knutson 2001). 
According to Statman and Caldwell, (1987) decisions for capital-budgeting should be made on project operations specifically, for example operations will be performed manually or purchase of labour-saving-equipment, implementation of cut-off to marginal projects etc. 
Moreover for financial-return we calculate income generated by the project compared to its cost using NPV (net-present-value) and differentiate our project with other techniques determining which suites our project best in terms of ABC-process based capital budgeting (Cook et al. 2000) (Figure 4.1 and Figure 4.2– appendices). 

(PRM) Project risk-management and planning for risk-assessment: 
Risk management must be proactive rather than reactive (risk must be assessed before the problem occur) which involves prediction of certain and uncertain events that might occur during our project (Kerzner 2003). 
Chapman (2001) in his journal stated PRM is harmonized with risk-analysis and risk-management in which risk-analysis is further divided into two; qualitative (identification and assessment of risk) and quantitative analysis (risk evaluation); where risk management deals with the project process monitoring (Figure 5.1 – appendices) shows a chart of sub-divisions for both management and analysis. 
For our project we will identify and assess risk in following steps (Chapman 2001): 
1. Knowledge procurement: understanding objectives (tri-constraints), coding of WBS (work-break-down-structure) determining processes which are consuming much time (Figure 5.2 – appendices). 
2. Selecting core team’s representatives: architects, engineers, surveyors and other technical expertise where required HRM planning. 
3. Process presentation to the team: according to Jaafari, (2001) instructing the team LCOFs (life-cycle-objective-functions), scope/steps, timeframe, benefits (potentiality-emphasised and repeated), required-participations, health and safety issues, cumulative-frequency-curve (Figure 2.3 – appendices) and conditioning. 
* Measurement criterion – construction of measures (very-high/high/medium/low/very-low risk) to prioritize accordingly and additionally (defining probability and impact) (Chapman 2001). 
* Distributions of probability – reflection of risk impact towards its occurrence in reality for assessment. 
* Understanding conditioning – Williams (1996) stated minimising differences in culture among team motivates the team to work together as man-power plays vital role in project’s maturity thus less risk of failure. 
4. Identification and assessment-approach: identifying from start to end so can be assessed without delaying project. 
* Understanding characteristics of process – which involves testing (performance-levels, actual-costing and schedule-performance) (Ibbs and Kwak 2000); to satisfy the four foremost components (four Ts) (Figure 5.3 – appendices). 
* Sources of risk – risk hierarchy is classified as (project-itself, market, industry or environment) according to in a framework it could be (external-predictable/external-unpredictable/internal-technical/internal-nontechnical and legal). 
* Controllable and Uncontrollable – the risks which cannot be controlled can be reduced at some extent (for example under costly tax environment taxation can be reduced by debt-financing rather than equity) (Barnea et al. 1981). 
* Distinction among cause of risk and its effects/outcome 
* Understanding risk in series and parallel 
* Probability theory (decision-tree) 
* Techniques (Brainstorming/Interviewing) 
5. Encoding 
6. Verification 
Lingard and Rowlinson (2005) stated the most risk seen in projects is when manual working is done during constructions; therefore necessary precautions will be taken on that critical part. 

Schedule planning: 
Schedule planning is precisely defined and executed in Task1 (pp. 10). 

After planning we precede to third stage of our project: 
Implementation: 
(Burke 2010) This stage is related with execution of what we defined and planned earlier; and in process of execution we perform monitoring (data capturing of scope/time/cost/procurement/resources/quality-management) and controlling (corrective-actions). 
In events (late-deliveries/sickness/scope-creep or change/absenteeism) we will manage through the PCC (project-control-cycle) which monitors present-performance and also helps to assess future-performance (Figure 6.1 – appendices) 
Further in monitoring (Burke 2010): 
* Responsible for accurate data-capturing especially of critical-activities which might cause delay (non-delay-approach). 
* Communication of data specifically one commodity at a time in means of simple-report (one-page quality data rather than quantity) in written. 
* Timing must be on time before any decision is made. 
* Milestones must be used as much as possible to report against. 
According to Maylor, (2001) use of Gantt chart in our project will show timeline (milestones) presentation in means of progression, completion-percentage and duration remaining; in short it will capture progress data (Figure 6.2 – appendices). 
Kerzner (2003) stated controlling is a three-step process measurement, evaluation and correction, moreover in change control it includes: 
* Awareness: contractor must be aware of any changes or cost of delay 
* Discussion with foreman regarding any changes and to ensure possibilities of those changes 
* Co-ordination is required in every process for identification of future uncertainties and discrepancies 
* Priorities for what is urgent or what is important must be scheduled 
* Quick response to any variation/change 
* Estimation is must to improve flexibility 
* Frequency in reporting for any variations or uncertainties in project 
Furthermore, success of project depends on team-work thus leadership-skills and team-motivation is essential in this stage (Guo-li 2010). 
Naisbitt (2006) said, “To a little boy with a hammer.. everything is a nail.” Similarly a team is like a child unless there is a leader to settle/specify right job for a right person. 

To motivate our team we must have an understanding towards following theories: 
Theory X and Y 
Theory X (X=lazy-workers) for this commodity induction of trainings, punishments/threats (lower-wages for least work done) and supervision-exercises; but rather than practicing X we try motivating our team with Theory Y leaving more room for individuals to make decisions, tangible-rewards on achievements and actualize management-employee-relationship; interpersonal skills also plays an important role in acquiring employees-confidence/trust (McGregor 2006). 

Maslow’s hierarchy of needs 
(Maslow 1987) involves fulfilment of (employees’) team’s needs so they can give their best and accept the project as a challenge rather than extricating it as a burden (Figure 7.1 – appendices). 
“The more you will respect the man the more he will do for you” – red barber, sports caster and commentator. 

Now we lead to the final stage of our project: 
Termination: 
In this stage administrative activities (documentation/filing) will be done. Firstly we pursue the completion of project’s objectives in accordance with full satisfaction towards user, and acknowledgement of user’s acceptance for the project (officially) which involves user’s requirement for insatiable or expected quality constrain. 

Quality constrain: 
This quality constrain area involves (Kerzner 2001) satisfaction of quality in two views; customary view and view of contractor. Costumer’s view of quality which Dr. Deming. And Dr. Juran expressed as five attributes of “fitness for use”: 
* Design quality 
* Quality for conformance 
* Availability/reliability 
* Safety 
* Field use (usefulness of product/project) 
Secondly contractor’s view: 
* Structural (frequency/length) 
* Sensory (appeal/beauty) 
* Time-oriented (reliable/maintainable) 
* Commercial (warrantee) 
* Ethical (honesty) 
In order to satisfy both views following activities will be manipulated: 
Selection of design-parameters for reduction in variance by application of Taguchi’s parameter-design-approach which includes the ideology for combination of factors at appropriate-levels; within acceptable range respectively, to achieve optimum result and yet demonstrate least variation around the optimum result (Figure 8.1 – appendices) (Kerzner 2001). Furthermore quality assurance plays vital role in quality management in which we assure all processes/activities in project are according to the plan/objectives and further measured (performance-measures/quality-audits) periodically (Kanji 1995). To maintain quality there are numerous ways of quality controlling (statistical-process-control/offline-quality-control/accetance-sampling-plans) (Mitra 1998). 
In our project we acknowledge PDSA-cycle (Plan/Do/Study/Act) in which in plan we identify the problem (data-gathering/data-analysis), in Do phase we implement the analyzed solution, Study (post-implementation) will be our trial phase in which we test whether our implementation is correct or not if not then process will be re-done for re-test, finally in Act we adjust/change the previous problem with our effective solution (Foster 2001). 
Assuring requirement for contractor and desired quality we go through a checklist before terminating in which identifies work-completion (any work remaining that needs to be done for e.g. major/minor adjustments), ensure that the deliverable is ready to be delivered (Turner 2007). 
We’ll be keeping strong attention as lack of attention during this phase might cause a problem; as obviously the project must be near delivery-time thus any mistake might disturb time-constraint which can be a cause for unnecessary cost. Additionally project will be discussed with contractor before finish to ensure any changes required thus can be managed before delivery-time. Finalising the project with sign-over, handover, requirements for continuing service (maintenance of the facility), obtaining benefits, winding up, evaluation of staff, project’s evaluation (meeting/reports made) and records and identification of lessons-learned for future projects. 

Task 1 
1. Network diagram 

(Figure 9.1 – appendices) pp. 20 

2. Determination of timings of activities and total float: 
To determine the timings we used forward and backward pass; this is achieved by adding each activity duration early start time to arrive at the early finish. While total float is measured by the use of backward pass; in which we subtracted latest finish time with early finish time: (latest finish time - early finish time). 

3. Determination of project duration and critical path: 
Measurement of project duration involves; adding timings (total time that each activity takes) of all activities. 
In our network diagram, all the activities with zero float are on critical path; further which represents that if any delay is caused on any activity specifically can be a cause for delay on total duration of project. 

4. Earliest date of project completion on given condition: 
The calculation of total days required in completion of this project is 62 days (as calculated before), in accordance with the given condition if the project starts on Monday, 6th September 2010 excluding 2 days off (assuming weekends) 5 days week working time; the calculation shows that the earliest the project can finish is 30th of November which is 86 days including off. 

5. Affects of following activities delay on project as a whole: 

a) A one day delay during activity B causes no delay to project as, activity B has a 7 day float time thus there will be no delay towards project in case of 1 day delay. 
b) If activity P is delayed for 1 day it will cause a 1 day delay to activity Q which turns out to be a delay to whole project, as it is on critical path with zero float time. 
c) Similarly if activity N which is on critical path with zero float has an effect in means of 2 day delay towards activity P which will further be a cause of delay towards whole project. 

6. Purpose of Network diagram: 
In order to cope with tight deadlines, masses of data, complexities and identification of interdependencies between events and activities for portrayal of an up-to-date picture of operations in means of a structural presentation and in accordance with time; “network diagram” is considered (Kerzner 2003). 
Moreover, network analysis accommodates information that is valuable for planning and its consolidation, analysis of time, managing resources and fully scheduling the project; it precisely elucidates determination of activity’s timeliness (start/finish) specifically, further illustrating consequences in means of delay towards other activities in case of if any activity on critical-path fails to achieve planned completion time (Patterson and Huber 1974). 
Concisely according to Burke, (2010) the primary purpose of network diagram is elimination of crisis-management need (risk-minimisation towards tri-constraints especially time-constrain) in provision of a pictorial-representation of total program. 

Appendices 

Note: All the images used in appendices are self-drawn in accordance with the ideologies from referenced material, written and made on “Microsoft Paint Brush, Microsoft Excel and Corel Draw” apologies for any mistakes. 

Figure 1.1 refers to Lock, (2000) defined primary objectives as (Triangle of Project Management Objectives) / Tri-constraints 

Comment: The three primary objectives as shown above are exemplified in a triangle elucidating priority of these interrelated bodies for project managers to contemplate or plan. It also demonstrates a portrayal image in which if one objective is changed it affects other two significantly. 
While the “question mark - ?” can be replaced with people and quality can be replaced with specified level of quality as people contribution cannot be ignored and quality must be absolute as specified. However cost and time can be saved by depreciating specification of project (lock 2000). 

Figure 2.1 refers to Meredith et al. (1995) slow-rapid-slow progress of the project: 

Comment: The slow-rapid-slow progress shows the completion of project with a gradual change in means of work-speed. Moreover it reveals the areas in means of time consumption. 
Figure 2.2 refers to Rosenau, (1998) three basic stages. 

Comment: Appendix above displays the beginning, middle and end of the project demonstrating basic objectives. 
Figure 2.3 refers to Chapman and Ward, (1997) displaying the cost curve of project’s life cycle. 

Comment: The diagram above shows cost accumulation of the project and expenditure taking place in accordance with each phase of our project. 
Figure 2.4 refers to Meredith and Mantel, (1995) Level of effort in PLC. 

Comment: As it can be seen clearly that the most effort level required is at the mid of project’s life which is the phase of implementation. Thus this part is very critical requires various skills and techniques to obtain optimal level of effort. 
Figure 4.1 refers to Knutson, (2001) Expected Financial Return in terms of ABC capital-budgeting assuming the expected financial return of three projects over life. 
Year | | Project1 | Project2 | Project3 | 
| | | | | | 
0 | | -£1,000 | -£1,000 | -£1,000 | | 
1 | | £300 | £1,500 | £525 | | 
2 | | £300 | £250 | £525 | | 
3 | | £300 | £250 | £525 | | 
4 | | £300 | £250 | £525 | | 
5 | | £1,500 | £250 | £525 | | 
| | | | | | 
Total | | £1,700 | £1,500 | £1,625 | | 

Comment: Assuming that required investment for all projects is £1000 in which project1 does not make enough return in early few years but the projects expects a very high payoff after 4 years which is £1700 largest among other two projects. Where Project2 earns higher return in starting year but overall return is low and Project3 forecasts a constant return which is second highest return among three projects. Additionally where Project1 is offering great potential in means of financial return on investment; it also demonstrate high risk as the project is not making enough in early years anything can go wrong in between, where from other two projects lower return is expected but payoff is faster thus both are less riskier than project1. 
Figure 4.2 refers to Knutson, (2001) Calculating financial-return using investment appraisal techniques. 
Method | | Project1 | Project2 | Project3 | 
| | | | | 
NPV | | £828.34 | £1,084.06 | £990.16 | 
IRR | | 20% | 79% | 44% | 
Payback | | 3years, | 8 months | 2 years | 
| | 4months | | | 
| | | | | 
Comment: The application of appraisal techniques now proved that Project2 is the most financially favourable project rather than other two as its net-present-value is (£1084.06) higher than rest and Project1 is now least favourable as it portrays lower NPV, similarly for our project we stick to the calculation we did here. 

Figure 5.1 refers to Chapman, (2001) chart for risk analysis and risk management. 

Comment: the chart above displays the core activities in risk analysis and risk management that need to be carried forward sequentially to synthesize the PRM. 
Figure 5.2 Work breakdown structure (WBS) of our project. 

Comment: Above structure shows the list of activities that will be done in our project. 
Figure 5.3 refers to Chapman, (2001) Four Ts of project’s design process. 

Comment: Four Ts are the essentials of project management which includes several activities as written in diagram briefly. 

Figure 6.1 refers to Burke, (2010) Project Control Cycle – (PCC) 

Comment: Above chart shows operations that we will take for controlling our project; in which evaluation and forecasting is very critical as problems must be identified before occurring to prevent us from wasting time during execution and to compare planning with actual performance within the model of CPM - (Earned-Value), it also covers change control in scope change control area to evaluate beneficial changes (Burke 2010). 
Figure 6.2 refers to Burke, (2010) Gantt chart WBS level. 
1. WBS | 2. Planned Hours | 3. Progress % | 4. Earned hours | 
| | | | | | | 
. | 100 hrs | | 100% | | 100 hrs | | 
. | 80 hrs | | 50% | | 40 hrs | | 
. | 50 hrs | | 10% | | 5 hrs | | 
. | 100 hrs | | 0% | | 0 hrs | | 
| | | | | | | 
Total | 330 hrs | | 44% | | 145 hrs | | 

Comment: In calculation above scope work is listed in accordance with figures assumed; earned hours are calculated by Planned Hours x Progress % and total progress is calculated by Earned Hours x Planned Hours. The total progress % which is 44% means nothing but when planned progress to date is compared with this figure it introduces schedule-variance and measurement to foresee if the completion of project will be on time or not. 

Figure 7.1 refers to Maslow, (1987) Maslow’s hierarchy of needs. 

Comment: as written above the three areas must be satisfied by appealing employees’ wants/desires (job-security/minimal-changes/open-communications/clearly defined roles and objectives/tangible rewards/security-approvals/management assistance in problem solving etc.) can be aspects to fulfil such requirements. 
Figure 8.1 refers to Kerzner, (2001) Taguchi’s experiment flow diagram. 

Comment: There is no cost or low-cost in variability reduction in parameter design. Taguchi method is most efficient when applied to experiments with multiple factors. The key is to select design factors on proper levels. 

Figure 9.1 – Network Diagram: 
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