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ABSTRACT:

Planning, organizing, and regulating resources is a crucial aspect of project management, which
is used to accomplish certain objectives within a predetermined time limit. This chapter
examines project management's core ideas and tenets while demonstrating its significance
across several fields and sectors. Project management helps to drive innovation and foster
organizational development in the always changing business environment. It looks at the
essential elements of effective project management, including setting goals, assigning resources,
controlling risks, and tracking development. It also talks about how project managers lead teams
and encourage efficient communication and cooperation. The abstract emphasizes the
importance of project management in fostering creativity, enhancing efficiency, and producing
positive results.

KEYWORDS: Innovation, Managers, Project Management, Project Manager.

INTRODUCTION

A pandemic, an economic crisis, and an environmental disaster need for creative problem-
solving, fearless leadership, and internationally coordinated response. Technological
advancement is a never-ending force for both creation and devastation. Large and small
organizations alike have been obliged to move swiftly, learn quickly, and make crucial choices
based on changing conditions in order to adapt to a worldwide epidemic. Each answer is a
project[1], [2].Assumptions about how to power industries, buildings, and automobiles have
evolved as a result of innovation in energy generation. Projects include setting up wind turbines
and solar panels, conducting research, shutting down outdated power facilities, and starting
electric vehicle manufacturers.
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Our workplace is dominated by projects. Our project-driven workforce maintains motorways,
creates social media applications, produces movies, renovates our homes, and looks for drugs
and treatments to keep us safe and well. Supply networks are changed by companies. To relieve
the financial strain on working families, nonprofits provide rental apartments at below-market
rates. Our global culture is continuously changing, although incrementally[3], [4]. More than
ever, innovation is a skill that every firm must possess.

To innovate, we don't all have to be scientists, researchers, or software developers. Innovation is
defined throughout this book as providing a novel solution to an issue that matters to people.
Projects are always the foundation of innovation. To handle the ever-growing avalanche of
change that surrounds us, project management offers critical thinking and communication
capabilities[5], [6].

A Timeless Leadership Toolset

Managing projects is nothing new. The organization and planning abilities of a project manager
were undoubtedly necessary for the construction of the ancient pyramids and aqueducts.
Michelangelo had all the tribulations of a contemporary project manager when overseeing the
construction of St. Peter's Basilica in Rome: inadequate specifications, limited workers,
uncertain finance, and a strong client. In his day, Michelangelo was the exception. 500 years
later, every level of every business is now impacted by the difficulty of leading projects[7], [8].

We must initially comprehend projects in order to comprehend how much project management
assists our workplace. We complete all of our work in projects. Every project has a beginning
and a conclusion, whether it be designing an airplane, constructing a bakery display case, or
developing a company brand. Realizing that each project creates something unique is essential to
comprehending the significance of projects. It takes a project (really a number of projects) to
design and prepare the tools to construct a new electric vehicle, but not a project to produce
thousands of electric vehicles. Ongoing operations are characterized as recurring procedures used
in manufacturing and other activities[9], [10].

The hardest part of managing operations is learning to do well-known activities really well. The
difficulty of project management is in guiding a diverse team of individuals to consistently make
wise choices as they create something new. Because of this, project management is basically a
collection of analytical and verbal communication techniques. These resources support us in a
variety of leadership tasks:

1. Maintaining open lines of communication with team members and stakeholders throughout
the course of the project.

2. Calculating the amount of time, money, and effort needed to complete a project and
determining if the benefits outweigh the anticipated costs.

3. Quickly assembling cohesive, highly productive project teams, even when none of the team
members had previously collaborated.

4. Managing the activities of a heterogeneous workforce that has been brought together
especially for a project in order to accomplish the objective for the least amount of money
and in an acceptable amount of time.
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5. Tracking productivity and progress to provide precise projections for budget and project
completion deadlines.

6. Managing the many staffing requirements that arise from consistently managing a number of
projects at once, each of which uses a common pool of workers.

When done well, project management is a triumph of rational thought and interpersonal
interaction. People may use project management technologies to make intelligent choices based
on factual information. Of course, experts with the best of intentions sometimes disagree. That
only enhances the value of project management and the significance of competent decision-
making procedures. The project management toolbox assists us in navigating uncertainty and
making aspirations come true in a world full of chances and difficulties.

Project Management Is Keeping Pace with Global Change

Project management is a field that has developed as a way to handle the complexity of work that
is one-of-a-kind and transient. The discipline has a successful track record, despite the fact that it
is still developing. The ideas presented in this and other project management publications are
regularly used in millions of projects across the world. Over the last 60 years, this discipline has
been codified by the Project Management Institute (PMI), which has its headquarters in the
United States, the International Project Management Association (IPMA), which serves Europe,
Asia, and Africa, and other standards organizations.

The number of project managers has significantly increased as a result of the increase in projects,
and project managers are now a frequent position in almost all types of organizations. The
emergence of the certified project manager is a similar phenomenon. Professional certification
programs are provided by PMI and IPMA to officially acknowledge knowledge, talents, or
both.The biographies of OrthoSpot and PM4NGOs, two organizations, at the conclusion of this
chapter provide examples of how project management is extending to new areas of our global
workplace. The first is a new company, while the second is a charity that encourages assistance
organizations to employ project management in developing nations. Both of these businesses
began by adapting the tried-and-true project management structure to suit the requirements of
their particular target audiences.

DISCUSSION

A strong foundation for supporting innovation inside firms is project management. It offers a
structured framework and a cooperative setting that facilitate the investigation and application of
novel ideas. Organizations may promote forward-thinking initiatives, improve problem-solving
skills, and gain a competitive edge in today's changing business environment by incorporating
innovation into project management techniques.The importance of strategic planning in project
management as a platform for innovation is one of its fundamental features. Project managers
collaborate closely with stakeholders to establish project goals and link them to the strategic
objectives of the company. This procedure promotes futuristic thinking and the pursuit of
innovative possibilities. Organizations may actively look for unique strategies, technologies, or
processes that can effect change by including innovation as a key project aim. Agile and Design
Thinking project management techniques provide adaptable and iterative project execution
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strategies. These techniques welcome change and promote experimentation, empowering teams
to look into cutting-edge fixes. Project managers may tap into the team's collective intelligence
to generate creative ideas and ground-breaking solutions by encouraging an environment of
openness, innovation, and teamwork.

Another crucial aspect of project management that touches on innovation is risk management.
Project managers may reduce possible risks by efficient risk assessment, planning, and
mitigation techniques, even if innovation by its very nature entails some degree of uncertainty
and risk. Project managers may foster an atmosphere where teams feel empowered to take
calculated risks and explore new ideas without fear of failure by recognizing and managing the
risks related to innovation.Promoting innovation in project management requires effective
communication and teamwork. Open lines of communication, the promotion of idea exchange,
and the creation of chances for cross-functional cooperation are all things that project managers
enable. Project teams may use collective knowledge to produce creative solutions that handle
complicated issues by bringing varied viewpoints and experience together.

In order to ensure that sufficient resources are devoted to innovation projects, project
management also offers a systematic method to resource allocation and prioritization.
Organizations may devote the essential resources, including time, money, and talent, to support
creative activities by including projects linked to innovation into the project portfolio.
Organizations are able to promote an innovation culture and create an atmosphere where creative
ideas may flourish thanks to this deliberate resource allocation.

Project Management Is an Essential Leadership Skill Set

Given the significance of succeeding in a project-driven society, project leaders those who
transform ideas for what may be into actualized goods and services stand out. However, it has
been shown that project managers cannot develop mature companies whose project management
expertise results in a competitive advantage on their own. In reality, executives at all levels need
to be able to communicate in project management terms as the rate of change quickens.

1. Projects are chosen by executives. Additionally, they act as champions or sponsors for
projects, monitoring their progress and offering counsel to the project manager and team.
There is a senior executive who is ultimately responsible for the success of every significant
initiative or program. The project portfolio, which is made up of all ongoing initiatives that
have been chosen as the most effective means of achieving the organization's objectives, is
another responsibility of executives.

2. Functional managers fund, direct, or supervise departmental initiatives. As they allocate their
workers to project teams, they decide what projects should be prioritized.

3. The project runs more smoothly when the team has people who are knowledgeable about
project management. Because they provide more accurate estimates, recognize dangers, and
take part in planning and problem-solving, they increase the project manager's effectiveness.

The rise of part-time project leads is a similar trend. These are often senior employees and
functional managers in charge of more modest or intermittent tasks. They are not interested in
pursuing a career as a project manager. But they must still establish clear objectives, develop
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workable strategies, and maintain constant communication. These individuals see project
management as an additional set of skills that help them become strong leaders. What role does
project management play in your own professional objectives? How much change do you
anticipate in your career over the next ten years, given that the economy is forcing every one of
us to learn and adapt?

Well-Performing Projects Deliver Value

Back in 1995, the project management community could agree that a successful project was one
that was completed on schedule, under budget, and according to specifications. But times do
change. There have been far too many projects that "delivered to specification” but didn't really
add anything to the company that paid for them. The most frequent offenders have been costly
information technology (IT) initiatives that resulted in reports or systems that didn't benefit the
company, either because the system was rejected by the users or because it didn't address the
project's primary issue. Although not alone, IT. Any project team that loses sight of the context
of the project and just concentrates on providing the stated product or service is liable for failing
to produce value. A project that adds value to the company is a more modern definition of
success. The conclusion is that the project manager has to be aware of the project's business case.
Additionally, the idea of who constitutes a project stakeholder has been expanded. After all, have
things improved or worsened if a solution for my portion of the organization hurts your section
of the organization?

Realizing that our solutions are probably not having their intended effect if they are not really
adopted and utilized is another component of providing value. As a result, project teams are
becoming more and more involved in the practice of change management. In this context, the
phrase "change management" refers to helping those who are impacted to alter their behavior in
support of the project's objective. Contrast this with change control, which deals with managing
modifications to scope, schedule, budget, and other prior agreements. Project managers see the
wider picture and contribute more to their company and other stakeholders when they perceive
their role as driving change that creates business value.

The science and art of project leadership

Both an art and a science have been used to describe project management. You'll see in these
pages how understanding project management science lays the groundwork for the art of
leadership. Both need the same set of talents. The finest project managers are without a doubt
exceptional leaders. They inspire others, have a clear goal, and most importantly, they do
amazing things.

In fact, when we describe the qualities of the best project managers, their talent might seem
enigmatic and mystical, as if the best ones were created rather than born. Thankfully, that is not
the situation. It has been abundantly evident to me over the last 30 years of listening to thousands
of professionals and seeing the most effective project leaders that project management is a talent
that can be taught and acquired. I've discovered that some traits, far from being mystical or
magical, are continuously present on successful projects in every sector. These five project
success characteristics, which serve as the foundation for this book's design, may be summed up

as follows:
TRANS Asian Research Journals
, ' 10
http://www.tarj.in



TAIMMR

AJMMR: Trans Asian Journal of Marketing & Management Research
ISSN: 2279-0667 Vol 11, Issue 1, January 2022, Special Issue Impact Factor: SJIF 2021 = 7.263
A peer reviewed journal

1. Consensus on the project's objectives among the project team, clients, and management. The
significance of having defined objectives seems so apparent that bringing it up is almost
embarrassing. However, many of initiatives now lack definite objectives, and the effects of
this ambiguity may be disastrous.

2. A roadmap that outlines a general course of action, specific roles, and may be used to gauge
project success. Every project is different, therefore having a strategy is the only way to
comprehend it and carry it out effectively. A solid plan not only outlines who is in charge of
what and when, but it also illustrates what is feasible. It contains the information needed to
estimate the number of personnel, resources, tools, and supplies that will be required to do
the work. The plan may also serve as an early warning system for activities that are running
late or over budget since it serves as the foundation for tracking progress.

3. Constant, efficient communication between all parties involved with the project. Projects are
completed by people, not by planning or software. A project's success is a consequence of
everyone setting and achieving objectives. Success relies on the capacity to reach consensus,
plan actions, identify and resolve issues, and respond to changes from idea through
execution.

4. A limited scope: Success is subjective to the individual. Because of this, the effective project
manager will make sure that everyone knows precisely what can be done within a certain
timeframe and budget from the very beginning. This is known as managing stakeholder
expectations, and it is a crucial continuing activity that must be completed throughout the
project, particularly if modifications are made. Stakeholders must not only accept the
project’s initial scope but also be aware of any scope revisions.

5. Management assistance: Rarely do project managers have the formal power to perform all
the necessary actions to conclude a project. They depend on those in conventional
management positions to provide personnel and equipment, to decide on policies, and to
eliminate obstructions inside the firm. If they do not enlist the individuals in positions of
power to act on their behalf, even the most ardent, inventive, and inspiring project leaders
will fail.

These five crucial components are not at all mysterious and may be accomplished by using the
science of project management with diligence and persistence. That is not to imply that success
cannot be achieved by art; on the contrary, art is of utmost significance. Political and
interpersonal skills, the ability to make judgments without all the facts, the ability to assign tasks
based on intuition, and other abilities are all included in art. But mastering the fundamentals of
science is a must for using this technique. This is significant for all of us because it shows that
project leadership is a discipline that can be acquired and taught, not only for the fortunate few
who are born with the necessary abilities.

Processes Are Not Leadership

It is possible to think of project management as a science made up of techniques, methodologies,
and even software. It may also be seen as having the capacity to lead a group of people to
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success, to make difficult decisions, and to behave honorably even when they are wrong. In
actuality, project management encompasses all of these. We must understand the distinction
between mastering the science and exercising the art if we are to advance.

The ability to lead a project effectively is a talent that is developed through time via sensitivity,
experience, and a complete understanding of management's fundamentals. Your first step toward
being a capable and motivating leader might be to learn the fundamentals of project
management. The fundamental science may be taught reasonably quickly, and capable students
can study and put the lessons in this book into effect on their very next assignment. While
learning all these abilities will take time, it is possible to learn them.

Tools For Application and Continual Learning: Beyond The Book

This book offers practical guidance using tried-and-true methods, but it also contains a number
of features that make it simpler to put that advise into practice:

1. Access to webinars that describe recent advancements in project management or go further
into certain book subjects.

Common project management deliverables in downloadable form.
3. Advice on using Microsoft Project, the most widely used project management program.

4. Tips for passing the Project Management Professional test offered by the Project
Management Institute, including practice questions, videos, and tutorials.

Webinars to Investigate New Subjects or Learn in a Different Way

Books are one kind of educational tool. Live, interactive webinars featuring the author and his
colleagues provide another way to keep up with the latest information or consider novel angles
on themes covered in the book.By subscribing to updates at
www.VersatileCompany.com/FastForwardPM, you may be informed about free webinars.

Downloadable Worksheets for Applying the Discipline

By leveraging common forms and templates, we can all reduce the time it takes from idea to
application. More than 20 checklists, forms, and templates are included in this book for
managing your own projects. Because they work together to provide a fundamental project
management approach, we've named these forms the Fast Foundation in Project Management.
The forms are available for download at www.VersatileCompany.com/FastForwardPM and are
mentioned in Appendix B. Numerous businesses have utilized these forms since they were
initially included in the second edition of this book, customized them for their own projects, and
accepted them as their own standards.

Tips for Best Practices in Microsoft Project

Although there are several good project management software programs available, Microsoft
Project is by far the most popular.

The videos on www.VersatileCompany.com/FastForwardPM provide video lessons for getting

Project up and running.
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OrthoSpot Entrepreneurs Use Project Management for Stellar Performance

The best project managers are entrepreneurs. They begin with an idea and establish a business.
When they started OrthoSpot, a business that provides orthopedic doctors with an online
inventory management system, the company's founders were aware that they were playing
against the odds. But they succeeded. Within a few years, over 60,000 goods were being sent to
orthopedic practitioners in hundreds throughout 44 states via OrthoSpot's distribution network.
Bill Schafer, the CEO, credits the company's survival and ongoing expansion to the early
adoption of basic project management principles. "We had no idea how to launch a business,
how to secure funding, or how to market our product.” As a result, the months prior to launch
were devoted to planning and creating a thorough outline of the work that lay ahead.

"What do we have to do to make money?" was their first thought. They created a solution from
the top down. "We need a product, a framework for our company, and a system for distributing
our sales and marketing efforts. Our first three main objectives were to create a company plan,
secure capital, and establish an office. The first offices were donated by Shari Cohen, vice
president of customer relations, who offered the basement of her house. Sticky notes and thread
were used to cover the walls to display all of the jobs and their respective due dates.

For a startup, venture funding is a double-edged sword since it gives them the resources to
develop while simultaneously handing up the future benefits of their idea. As a result, OrthoSpot
utilized venture financing cautiously and restricted the amount of hires it could make. Schafer
used the meticulous strategy to get a lot done with a small staff. "If you don't have focus, keep
your eye on the objective, and allocate resources appropriately, the early-stage mentality of
overcoming obstacles by intensity can lead you astray."

Schafer used the blueprint to guide his strategic choices. He discovered that OrthoSpot's
innovative approach to orthopedic practices attracted more prospects. "A lot of chances present
themselves when you're changing the way business is done and you're making progress; for
instance, do something for cardiologists. However, we don't have enough staff or time to do
everything, so concentrating on the plan keeps energies focused. The benefit is that the squad
maintained a high level of vigor. They are capable of amazing feats when concentrated.

Every aspect of the company's operations have absorbed the early emphasis on following a plan.
Detailed work breakdown structures (WBSs) serve as the foundation for new product
development initiatives and system rollouts for clients. Project management and responsibility
are ingrained in who we are, claims Schafer. He thinks OrthoSpot is set up to be very
competitive as a consequence. "We compete with businesses that have a hundred times our
capital and win."OrthoSpot is used by orthopedic offices all around the United States to increase
productivity and save expenses so they can provide greater value to their patients. In order to
service its expanding client base and provide the OrthoSpot founders the chance to reap the
rewards of their hard work and vision, OrthoSpot depends on core project planning and
execution.

CONCLUSION
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Regardless of the size or complexity of the activity, project management is essential to its
success. Project managers may make sure that projects are completed within the allotted time,
budget, and quality requirements by using efficient planning, organizing, and controlling
procedures. The steps in project management include establishing specific, quantifiable goals,
finding and effectively allocating resources, proactively managing risks, and carefully
monitoring development throughout the course of the project.In addition, project managers serve
as facilitators and leaders who direct teams toward the accomplishment of project objectives.
Clarity, dispute resolution, and a productive working environment all depend on team members'
ability to communicate and collaborate effectively. Organizations may improve resource usage,
simplify processes, and reduce project risks by applying effective project management
approaches and frameworks. Companies may increase productivity, boost customer happiness,
and produce effective results by adopting project management concepts. In order for teams to
discover areas for development, draw lessons from the past, and enhance methods for future
projects, continuous review and adaptation are essential.
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ABSTRACT:

Any project's success depends heavily on the project leader. A team may be led by an effective
project leader to meet project goals and provide high-quality outputs because they have a
certain set of abilities and traits. The fundamental elements of project leadership, including its
definition, significance, and the traits necessary for successful leadership, are summarized in
this chapter. It also emphasizes how important effective leadership in project management,
motivation, and decision-making abilities are. Organizations may improve their project
management procedures and increase project success rates by better understanding the function
of project leadership.

KEYWORDS: Project Managers, Project Leadership, Project Management, Team Members.

INTRODUCTION

On any project, they are the individuals. The individuals, who work with you or ignore you,
contribute or withhold power, and make choices. But without the direction of a project manager,
these individuals will not cooperate to complete a project.This chapter focuses on a project
manager's main responsibility: managing everyone who has an impact on the project. The
science of project management, as well as the tools and ideas that make up the discipline, are
covered in later chapters of this book. We place an emphasis on leadership at the beginning of
the book so that every subsequent idea can be understood in the context of how it improves a
project manager's capacity to lead[1], [2].

While there are certain leadership issues that are exclusive to the project environment, the
requirement for leadership is universal. This chapter highlights two particular leadership
difficulties and offers suggestions on how a project manager might decide to develop their
leadership skills. This book's leadership ideas, which are introduced in this chapter, will be
present throughout [3], [4].

The Challenge of Project Leadership

Two aspects of projects by their very nature provide distinct leadership challenges. Projects first
bring about change. That transformation necessitates a number of choices, often taken without
complete information. Consider a project as a discovery journey where we establish assumptions,
choose our course of action, and continue to learn. Then, we repeatedly follow that process. The
fact that project directors have very little control over all the individuals who have an impact on
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the project is the second characteristic that poses a problem. Contrast that with functional
managers, such as department managers or CEOs, who often have responsibility that corresponds
to their scope of authority. Our starting point for developing a vision of project leadership is a
more thorough investigation of these two elements as shown in Figure 1.

Project
. . . Sponsor . . .
[ L] - =&
- Executive Functional -
Team Managers
. . . Extenal . Customers . . ‘
D ¥ @ Process BDYE
- Owners - -
Project
Manager External Team
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Figure 1: Project managers lead a diverse group of stakeholders but have little direct
authority.

Create a team environment that is conducive to a journey of discovery. Every day, project teams
make choices that are often based on inaccurate information. They do their best, and when they
make a mistake, they reflect on what they've learned and change their course. That requires a
certain sort of team culture, one that promotes cooperation, trust, and adaptability. On their
teams, project managers set the tone and create the culture[5], [6].

Does this description apply to those who are sporting hard helmets and safety glasses? It may
conjure up ideas of software developers, human resource policy makers, architects, and
scientists. Yes, since these very physical enterprises also need ongoing decision-making. For
instance, the foreman of a field team called Bill, who was in charge of a cabling project for a
telecommunications business. Evidently, the crew's situation did not conform to the engineering
department's criteria. After arriving at the job site by car, Bill descended into the utility vault and
sat next to the foreman. "I outlined our goals and took the foreman's advice into consideration.
He was probably astonished, but we came up with a workaround together.

A culture that promotes resilience, trust, and cooperation

Imagine a project team meeting to reach a conclusion. They can differ on the issue they are
attempting to resolve. They may differ over the underlying issue, the available alternatives, the
decision-making process, and every other element of the issue. However, it is this group that
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must solve the issue. They need to be able to actively dispute with one another, learn from one
another, come up with a solution together, and maintain good, respectful relationships[7],
[8].They do not become negative when a mistake is made or when presumptions are incorrect.
With the same collaborative spirit, they recover and confront reality. Not every group can
succeed. Collaboration and resilience call for abilities and dispositions that the team's leader and
members actively promote. The team culture is to blame. Team ideals are manifested in a visible
manner via team culture. Active listening will be a team habit if respecting opposing viewpoints
is a team value. Giving and taking feedback honestly is a team habit if peak performance is a
value. Leading by example is a leadership practice that shapes the culture by making the ideals
clear and encouraging the desirable behaviors[9], [10].

DISCUSSION

The function and duty of leading a project and its team members to a successful conclusion is
referred to as project leadership. It entails supervising and controlling all project-related
activities, such as planning, carrying out, monitoring, and controlling. A project leader is in
charge of determining the direction of the project, making important decisions, managing
resources, and making sure that project goals are reached within the parameters of time, money,
and quality. In contrast to general leadership, project leadership is focused only on managing
projects and project teams. It calls for a special combination of abilities that fuses in-depth
technical knowledge with effective interpersonal and communication abilities. The best
practices, procedures, and guiding principles of project management must be well understood by
project leaders. They must be able to successfully convey the project's objectives to the team,
stakeholders, and clients. They also need to have a clear understanding of the project's
objectives.

Effective project managers are adept at managing teams and have the ability to establish and
inspire high-performing teams. They are able to delegate duties and responsibilities appropriately
since they are aware of the team members' skills and shortcomings. Project managers promote a
cooperative and welcoming workplace where team members may share their knowledge and
suggestions, fostering innovation and creativity.An essential component of project leadership is
communication. Effective communication with team members, stakeholders, and clients is a
must for project leaders. They need to make sure that everyone is aware of their duties and
responsibilities, establish expectations, and offer clear instructions. Effective teamwork, dispute
resolution, and stakeholder updates are all made possible through effective communication.

Making decisions is a crucial component of project leadership. To solve issues, reduce risks, and
maintain project momentum, project leaders must make prompt and well-informed choices. They
evaluate the information, compare the options, and think about how choices could affect the
goals of the project. Project managers can traverse complexity and make decisions that result in
good project results when they have strong decision-making abilities.

Temporary Teams Form Before They Perform

A project-specific team is developed for each project. These individuals first meet as outsiders to
the initiative. They don't start off as competent team players or with a strong sense of loyalty to
the group. The progression from a cautious beginning to a cohesive, resilient, and committed
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team follows a well-known, predictable pattern. The five phases of team development identified
by Bruce Tuckman's 1967 model, which has been used and developed upon ever since, are stages
that any team will go through from their first meeting until the team disbands. For talking about
team creation, these stages Forming, Storming, Norming, Performing, and Adjourning create a
shared language.

Evolve Your Leadership Style

Understanding these phases is advantageous to project managers for two main reasons: It offers
advice on how to move a team quickly through each stage, and the phases inform the leader's
decision on their preferred leadership style. Do we really need to choose and modify our
leadership style as a project progresses? Isn't our unique style a representation of who we are?
Tuckman's concept states that as our teams go from one level to the next, they need various
styles. It seems obvious that a high-performing team would enable a leader to be less involved. It
also seems obvious that a new team would want strong leadership. On the pages that follow,
there is a box with information on the phases and how each affects our leadership style.
Understanding the differences between the phases allows us to adapt our approach to the team's
requirements.

Self-governing teams are created

Teams that get to the performing stage can manage themselves in most situations. These teams
are robust, effective, and desired because of their maturity. These traits are often required by
self-managing teams in agile frameworks. These teams are believed to possess the abilities
necessary for planning, communicating, resolving conflicts, and conquering challenges. This
presumption is refuted by Tuckman's steps in actuality. Self-managing teams should be seen as a
desired objective by project leaders utilizing agile frameworks, and they should be prepared to
engage in team development until the team displays its maturity.

Develop your own influence and authority

As said, project managers are supposed to lead several individuals and organizations without
having any formal control over them. Formal or legal authority is the term used to describe this
direct control that is based on their position within the organization. Project managers must use
personal power to make up for a lack of positional authority. Expert and referent authority are
the two most crucial forms of personal authority for a project manager.

A person who commands respect for their knowledge and skills is said to have expert authority.
Using the project management techniques outlined in this book effectively can help project
directors build expert authority rapidly. Running meetings, defining scope, communicating
clearly, and organizing a planning session are a few examples of tasks that, when done
successfully, will gain the respect of all concerned stakeholders.

As a subject-matter expert, the project manager

A subject matter expert (SME) is a person having specialized technical knowledge. It may be a
software architect with experience in a novel technology, a scientist with extensive knowledge of
an endangered species, or a structural engineer with a focus on motorway bridges. When
resolving a technical issue or organizing work in their area of competence, their specialized
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knowledge is used. Prior to taking a leadership position, project managers often acquire
specialized technical expertise during the course of their employment. However, this knowledge
could impede a leader's attempts to create a unified team that is open to receiving and offering
constructive criticism. When an industry veteran expresses their opinions firmly, it might be
simple for less seasoned team members to refrain from saying the opposite.

Building expert and referent authority via humility

Humility mixed with assured technical knowledge is a highly attractive combination. Respect is
shown to a sportsperson who gives credit to their colleagues rather than themselves. Referent
authority is created by the technical expert who listens to others, shares credit with others, and
exhibits polite disagreement. This leadership style is suitable for technical project managers. The
respect and admiration of others is the source of referent authority. Some persons have the innate
capacity to be friendly and gregarious, which helps them quickly earn referent authority.
Integrity, openness in business dealings, willingness to accept responsibility for errors, and
reliability will result in more long-lasting referent authority. Every stakeholder reacts to authority
from experts and references. Everyone wants a project leader who has gained the trust and
respect of the team, customers, suppliers, other departments, senior management, and
undoubtedly other departments.

Project Leaders Need Political Savvy

Project managers must be able to sway individuals and choices that are not directly within their
direct control while dealing with a variety of stakeholders. Developing this influence requires
political smart abilities.Office politics almost never has a good meaning. It evokes feelings and
recollections of unfair influence and judgments that seem to be based more on personal
connections than on objective evidence. But politics really exist. To reject their existence is to
render oneself powerless. Political awareness is a vital talent, particularly in a project
environment where cross-functional stakeholders have divergent ideas and important choices are
being made.

Let's hear from various authorities who have written books on political savvy on the realities of
politics in organizations:

1. Politics, according to Joel DeL.uca, is "leadership behind the scenes."”

2. Organizational politics are "informal, unofficial, and occasionally behind-the-scenes efforts
to sell ideas, influence an organization, increase power, or achieve other specific objectives,"
according to Rick Brandon and Marty Seldman.

These writers offer a number of considerations that every project manager should consider:
1. On sometimes, politics is the sole means through which significant work is completed.

2. Politicians may behave with good or ill intentions. It may just serve the interests of the
individual (bad), or it can serve the interests of the organization.

3. Politics are real. To disregard them would be foolish. It is preferable to develop political
acumen and use it to progress our goal and defend our team.
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4. Political knowledge requires experience. In comparison to science, it is significantly more of
an art.

Like other crucial leadership abilities, developing political acumen can be learnt and honed. Put
this subject on your list of professional development topics.

Create a Network of Influence

Strong leaders are known for developing their own personal power, yet this alone is insufficient.
In addition, the successful project manager will create a network of formal authority, which is
exemplified by organizational structures and regulations. Two recommendations for creating a
network of formal authority are as follows:

1. Assign authority to the project sponsor as a partner. A sponsor is a person who is responsible
for the success of the project and has official authority over the project manager. Establish a
habit of frequent communication and emphasize how the project's aims are in line with those
of the sponsor. The sponsor should be proactive in fostering this connection since they
require a strong project manager. When that doesn't occur, a project manager must take the
initiative to approach the sponsor and start a partnership.

2. Early involvement of the decision-makers. Decision-making authority for projects originates
from several sources. An excellent illustration is the procurement policy. The organization's
guidelines for creating contracts and making purchases will be followed by a project that
makes use of external goods and services. Simply because a project manager is charismatic
does not affect these guidelines. The project manager should make an effort to comprehend
the regulations before including the appropriate individuals in the project. Each group has the
power to make a variety of choices. Establish an authoritative network by understanding who
to include first and why.

Building these networks of authority will be greatly aided by gaining a reputation for openness
and skill. The greatest method to gain the trust of these stakeholders is to apply the science of
project management effectively.

You Choose To Lead

The variety of project management methods covered in this book may cause us to lose sight of
the project manager's core duty, which is to guide all project participants. Through experience, it
is possible to learn and master the science of project management, including estimating, change
control, and status reporting. The struggle of mastering the art of leading lasts a lifetime. The
project leadership in action is summed up in these concluding suggestions.

Be Purposeful

It is not a by-product of project management operations to exhibit leadership. The first step in
becoming a leader is deciding to accept your position as a leader and influencer. Keep in mind
that the leader sets the tone and that everyone is watching. Anyone who has been given the
opportunity to head a project after being promoted from inside a team has faced the team's
scrutiny as their former teammates now have higher expectations of them.
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Keep the Strategic Vision in mind

The project manager keeps a consistent focus on the aim and value of the project while the team
members are preoccupied with immediate issues and duties. With this constant focus, activities
are completed and issues are resolved within the context of the project's overall objectives.

Motivate the Team by Setting an Example

Our behavior reveals our views and ideals. Rarely do the team's enthusiasm, attitude, and
dedication surpass those of the leader. Decide to adopt the culture you want.

Make Decisions Based on Project Management Science

When assumptions are required to support decisions, project management is a collection of
logical, analytical procedures. Realistic expectations and appropriate assumptions must be built
on facts and unbiased data. Many undertakings have suffered significant harm as a result of
wishful thinking and unwarranted confidence. Encourage all parties involved, from team
members to top executives, to base choices on accurate information.

Be Courageous and Speak the Truth

The news is not always positive as we go along this path of knowledge. An optimistic business
case will fall apart if assumptions are incorrect. Mistakes do occur. Nobody enjoys having to
inform customers and management about productivity issues. But negative news cannot be
disregarded. Taking center stage requires boldness. Utilize project management techniques to
your advantage in this circumstance. Make a story from of facts and tested analytical techniques.
This will be challenging and valuable. You will gain the esteem of your group and establish
credibility with all parties involved. You can be a better leader if you have courage.

The necessity of putting people above procedure when managing and leading projects is
emphasized by project leadership. Project leaders understand that the people working on the
project are what ultimately make it successful, despite the importance of procedures and
techniques. This method emphasizes that successful project leadership requires comprehending
and attending to the demands, drives, and assets of various members of the project team.

Project managers that adhere to the "People before Process" attitude place a great emphasis on
establishing trusting bonds and developing a friendly and cooperative team environment. They
put time and effort into getting to know their team members, figuring out what they are capable
of, and matching their strengths to the responsibilities of the project. Project managers may
create a climate where team members feel respected, inspired, and empowered to give their all to
the project by establishing a foundation of trust and respect. Effective communication is a critical
component of this strategy. Project managers make sure that everyone has a voice, actively listen
to their team members, and promote candid communication. They ensure that team members are
informed and involved by clearly and consistently communicating project objectives,
expectations, and progress. Project managers may encourage cooperation, reduce
misconceptions, and take a proactive approach to any issues by encouraging open and regular

communication.
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Project managers also place a high priority on their team members' professional development.
They provide chances for education, training, and knowledge exchange, allowing people to
broaden their horizons and make more valuable contributions to the project. In order to foster a
culture of learning and provide team members the freedom to take responsibility for their work,
project leaders also provide direction, support, and mentoring. Project managers that prioritize
people over processes understand that each member of the project team brings different skills,
viewpoints, and contributions to the table. To improve project results and foster a feeling of team
ownership and commitment among team members, they make use of these varied abilities. This
strategy enhances cooperation, encourages invention, and generates a good team environment.

Project managers are aware that although procedures and techniques provide structure and
direction, a project's success ultimately rests on the cooperation and dedication of the individuals
involved. Project managers create an atmosphere where people can flourish by putting their team
members' well-being, development, and engagement first. This improves project results and
boosts overall project success.

CONCLUSION

Any project's success depends on effective project leadership. Technical expertise, interpersonal
abilities, and the capacity to handle complicated issues are all qualities that make for effective
project directors. Throughout the course of the project, they actively interact with team members,
stakeholders, and customers because they recognize the value of effective communication.
Strong decision-making abilities help leaders take prompt, well-informed decisions, and
motivation is essential in keeping the team dedicated to meeting project objectives. Project
managers may establish an atmosphere that encourages cooperation, creativity, and continual
development by developing a good team culture and offering direction and support. In the end,
investing in project leadership development and cultivating talented leaders may considerably
improve project results and add to an organization's overall success.
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ABSTRACT:

The core structure that supports effective project execution is formed by the Foundation
Principles of Project Management. These guidelines include several facets of project
management, such as scheduling, coordination, stakeholder involvement, and communication.
To successfully lead and execute projects within scope, budget, and time, project managers must
comprehend and put these ideas into practice.Project managers may efficiently plan and arrange
project activities, develop open lines of communication, proactively manage risks, and include
stakeholders throughout the project lifecycle by following these guidelines. The essential
concepts and their importance in ensuring project success are summarized in this chapter.
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INTRODUCTION

Understanding the project environment is the first step to understanding project management.
This setting differs from that of a conventional organizational setting. This chapter examines the
differences between managing continuous operations and managing projects, and it demonstrates
how the discipline of project management has developed to solve the problems that are specific
to projects. This chapter also sets the vocabulary used throughout the book, provides an overview
of the project management process, and looks at the difficulties projects provide to organizations
[1]. [2].

Projects Require Project Management

Why is project management a distinct discipline? To respond, we must take into account that the
variety of activities at every workplace may be divided into two categories: projects and
continuing operations. Simply said, projects are all of the tasks that are completed just once,
while continuing operations are the tasks that we do repeatedly. We'll examine each one
independently to discover how they each provide a unique management difficulty.

How a Project Is Defined?
There are two universal traits that apply to all projects:

1. Every endeavor has a start and a finish. The exact start date could be hazy when a project
develops from a concept. To ensure that everyone involved in the project understands what it
means to be finished, the end must be clearly stated[3], [4].
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2. Each project results in a distinct product. The result may be something physical like a
building or a piece of software, or it could be something intangible like new employment
policies. The awareness that service delivery organizations have a lot of projects and can
manage them using the same tools that have been used effectively in businesses that generate
physical items is one reason for the new interest in project management.

There are projects in every industry. Here are a few instances from various industries:

1. Engineers reconfigure the dashboard controls of a car.

2. To advertise a new razor, an advertising agency creates print and television commercials.
3. Maternity ward nurse roles have been reorganized by hospital managers.

4. For ISO certification, manufacturing engineers must record their procedures.

Each of these initiatives is breaking new ground, and they will all be completed after they have
achieved their objectives. Projects are distinct and transient. Also take note of the fact that
although some of these initiatives result in physical items like fresh advertisements or dashboard
redesigns, others like the rearrangement of nurse duties produce intangible results. Results of a
project might be measurable or intangible[5], [6].

DISCUSSION
Definition of Ongoing Operations

Projects have an end, however ongoing operations don't, and they often create the same, if not
identical, outputs. A company's or a department's principal goal is often ongoing operations.
Let's examine a couple instances:

1. Every day, an insurance provider handles hundreds of claims.
2. A bank teller offers a few dozen specialized services to over 100 clients each day.

3. For decades, power corporations have controlled the flow of water and the electricity
generated by hydroelectric dams[7], [8].

Operations that continue generate identical goods and have no clear goal. The majority of
traditional management theory's attention has been given to continuing activities like those in the
previous list. Experts in staffing, human resources, inventory management, accounting
procedures, and initiatives for process improvement have all seen the organization as a
continuous series of operations. The emphasis on managing continuing operations is still
important in the twenty-first century, but these professionals today also need to be skilled at
handling temporary and one-of-a-kind tasks [9], [10].

The Challenge Of Managing Projects

Unique and transient work necessitates a particular set of management skills. Projects provide a
unique set of difficulties since they vary from existing operations in many ways. Here are some
difficulties that project managers encounter:
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1. Employees: Each project has unique staffing requirements. For every project, a distinct
group of individuals with a varied set of skills are required. Where are these individuals
from? When they are no longer required, where do they go? Running many projects at once
could make these personnel issues worse. An organization could be forced to bear an
untenable weight if all initiatives reach their resource peak at once. Additionally, if all of the
projects were to conclude at the same time, the business could have to make layoffs.

2. Calculating: Organizations need precise cost and schedule estimates in order to assess
possible initiatives. However, since every project is unique, estimates could include more
assumptions than actual information.

3. Possession: Although organization charts often depict the firm's current activities, they also
identify power within the organization. When initiatives span organizational boundaries,
many decision-making authorities are unclear. Political scheming and a deadlock that
prevents development may result from this.

The controls. According to standard accounting procedures, operational budgets and operational
expenditures are matched on a quarterly or yearly basis. These deadlines, however, are
insufficient to keep a project on schedule. By the time a project's overbudget status is revealed in
quarterly accounting reports, it can already be too late to turn things around. The list of problems
and difficulties might go on, but it should be obvious at this point that managing projects differs
from managing continuing operations. It should be noted that managing projects involves a
unique set of obstacles, not that maintaining continuing operations is inherently more complex.

To tackle these issues, the project management methodologies in this book have developed.
Review this list of issues as you read the book to see how each is addressed by the tools and
approaches you are learning. There is little doubt that current activities and initiatives interact
and overlap. Operations are started or altered by projects. Projects may sometimes be found
inside a current business, but sometimes it's the other way around. Both may utilize many of the
same individuals and be supported via the same budgeting procedure. Both demand a broad
variety of the same managerial abilities, including, but not limited to, oral and written
communication, dispute resolution, motivating, accounting, and negotiation.

However, these parallels may make it difficult to distinguish between initiatives and continuous
operations. Understanding their various issues is made easier by recognizing these variances. As
we saw in the part before, each project has its own set of challenges that call for a distinct
approach to management. To become successful leaders, project managers need to acquire these
disciplines.

The Evolution Of A Discipline

Projects and project management have existed since people first cooperated to construct a shelter
or grow a crop. Nevertheless, a systematic project management discipline has only recently
arisen, after World War 1. The United States government was involved in large weapons
development initiatives both during and soon after the conflict. Most people agree that the first
project to apply contemporary project management concepts was the Manhattan Project, which
was responsible for the development of the first atomic weapon.
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Later government programs to construct nuclear-powered submarines and warships needed so
much ingenuity and invention and cost so much money that they couldn't be managed by the
methods now in use. To handle these massive projects, the first modern project management
techniques were developed. Today, people are still familiar with their names: program evaluation
and review technique (PERT) and critical path method (CPM).

Understanding the history of project management as a discipline may help us better understand
its function in the modern world. Project management was seen as a subset of technical expertise
prior to World War 1l. For instance, John Roebling, a civil engineer who invented the use of steel
cables to construct suspension bridges, conceptualized and oversaw the construction of the
Brooklyn Bridge alongside his son, Washington. Roebling was a renowned civil engineer, but his
accomplishments in constructing this and other bridges were at least as much a result of his
managerial abilities. The Saint Peter's Basilica in Rome's architect Michelangelo also oversaw
the project, which included dealing with the popes over money and other issues. It is still typical
to see project management as the lead technician's proper area, regardless of whether this person
is an engineer, an accountant, or a doctor, even now as it receives recognition as an independent
discipline.

The U.S. government's experience with the aforementioned atomic and nuclear initiatives started
to alter this belief. No one individual could have been in charge of all the technical choices for
these enormous projects since there were so many different aspects to them. Coordination and
communication bottlenecks started to impede development. Congress also requested an
explanation for the massive sums of money going into these projects. The first official project
management processes were created in this environment of constant change. Although the
administrators of these initiatives were no longer expected to be the foremost authorities in their
fields, professional understanding of nuclear physics or submarine warfare was still essential.

Since then, the United States government has taken the lead in creating and promoting project
management methodologies, and for good reason these methodologies are still required to
manage its massive military, space, and civil programs.Despite having a lengthy history, project
management has only recently gained universal acceptance. At that time, it was adopted by the
telecommunications sector, which was undergoing changes due to the rapid advancement of
cellular phone technology, and it became a key target of information technology project
improvement. The project management office (PMQO) was created as a result of the rapid
expansion of the emphasis on multi-project management.

In a short period of time, project management has transformed from an unacknowledged skill set
to a respected profession with academic credentials. But there's still one crucial query: Is there a
body of information and methods for project management that everyone can comprehend and
use, regardless of their level of technical expertise? How much technical expertise is needed to
run a project successfully? Could John Roebling have created the Brooklyn Bridge and then
hired a non-engineering project manager to finish it?

Industry-independent project management does not apply to project managers.

Due in large part to its capacity to cross borders, project management has been more popular in
recent years. Any project may benefit from using the methods presented in this book. Projects of
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all sizes are becoming more effective and their outputs are increasing in quality owing to the
application of sound project management techniques, from Silicon Valley to Broadway. The
development of project management as a discipline has been significantly influenced by this
industrial independence, however this independence does not apply to the individuals who
practice the discipline.

Project managers need to be familiar with the project's purpose in addition to knowing how to
function in both business and project contexts. Project managers in particular need expertise in
the following three areas:

1. Project administration: The pure discipline that is discussed in this book is this.

2. Management of a business: Any effective manager, whether overseeing projects or
operations, should possess the following skills: negotiation, finance, client recruitment,
organizational growth, communication, and motivation.

3. Expertise: Almost all businesses that have created a career path for project managers start
the journey with technical proficiency. The person overseeing the task has to be an expert in
whatever field they are heading, whether it be accountancy, advertising, computer chips, or
oil pipelines. However, the top technicians in the organization are not always necessary for
project lead positions in these same career trajectories.

On small projects, project managers are more likely to participate in technical decisions, but
managers still need to be aware of the work being done on huge programs. If they don't, they
may be able to serve as a catalyst, encourager, cheerleader, and facilitator, but they won't be able
to comprehend or take part in technical problem-solving. "Good," you may be saying. "l don't
want to get into the nitty gritty." However, project managers who are ignorant about the
technology they are in charge of risk losing the trust of their teams, especially those who take
pride in their technical prowess.

The finest project managers naturally bring a variety of abilities to their work, and it stands to
reason that the bigger the project, the more project management expertise is needed. However,
even a one-person project's leader has to be able to plan tasks and interact with customers and
management effectively. An example of how the project environment determines various skill
needs for project managers is shown in Figure 1 using a three-axis graph.
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Project management

—_— >+ Technical
/rojec( manager of an eight-person R&D
Business project to redesign an aircraft wing.

Project management

[P R s Technical

"
.

Business Project manager for an IT consulting firm,
leading a 60-person team that is integrating
muitiple information and telecommunication
technologies.

Figure 1: The project environment dictates skill requirements for project managers
[scribd].

The corporations who engage in the most project management consulting are perhaps the finest
source of evidence that management philosophy is transferable. These businesses succeed across
all sectors by asking the right questions, not by having all the correct answers. They will help
you undertake risk analyses, develop project plans, and concentrate your team on the important
concerns when you bring them in at the beginning of a project. They won't be making decisions
throughout this process; instead, they'll serve as a catalyst and facilitator. Because they are the
ones with the technical expertise required by the particular project, the project manager will
make choices with the assistance of their team. The philosophy behind project management
applies to many sorts of enterprises. Project managers must possess strong technical expertise in
their subject; they are not, however, independent of industry.

The Definition of Project Success

Each project is started with the intention of bringing about a significant transformation for the
company. The time, money, and scope success criteria may be used to determine if the change is
genuinely worthwhile.

1. On time: On schedule, the merchandise is delivered. If a project isn't completed on time, it is
practically useless. For instance, the IT infrastructure needed to run the Olympic Games is
useless if it isn't ready until after the competition is over.
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2. On a budget: The project's costs are in line with expectations. As investments, projects that
go over budget may end up costing the company more money than they generate.

3. On range:The project's output that the client anticipates receiving. More challenging to
measure than on time or on budget is the scope objective. The client anticipates a result that
will serve a function and provide the value anticipated at project inception. Requirements are
used to determine scope objectives. Here are a few illustrations:

a. Prerequisites for business: What the product is meant to accomplish. How many passengers
can the aircraft accommodate? In the hospital wing, how many operating rooms will there
be? What features will be available on the website?

b. Requirements for performance: A gauge of how well the feature functions. For instance,
contrast the audio systems of an economical automobile versus a premium sedan. Both can
wirelessly connect to the audio on your phone (a function), but only one probably sounds
much better.

The Cost-Schedule-Scope Equilibrium

The three main project factors are cost, time, and scope. If you alter one or more of these factors,
the others will follow suit. For instance, if a project's time and financial resources are cut down,
the product's potential scope will almost likely be constrained. Similar to this, it will cost more to
supply the same scope in a shorter amount of time. The word "triple-constraint™ is also derived
from this connection. As the project manager, it is your responsibility to strike the ideal balance
between costs, time, and scope.

The word "scope" has another dimension, which complicates this equilibrium even more. The
above-mentioned product scope is what will be delivered. The total amount of work necessary to
achieve the project's goals is the project scope. For instance, if a chandelier is part of the product
scope in a lavish hotel lobby, the effort required to install the chandelier would vary based on the
height of the ceiling. Depending on the height of the lobby, it can need double the effort to hang
the same chandelier in one location as in another.

Meet Stakeholder Expectations of Value

Unfortunately, completing a project on schedule, under budget, and according to the agreed-upon
scope does not necessarily equate to success. Due to the possibility that your concept of the cost-
schedule-scope equilibrium differed from that of your boss or client. They are the last arbiters of
your project, and in their perspective it may be late, over budget, or the delivered product may
fall short, even if their expectations of cost and pace are unreasonable.

Although it may seem unfair, this does occur. But it is avoidable for disagreements of this kind.
A strong motivation to ensure that everyone participating in the project agrees on how the cost
schedule-scope equilibrium relates to the project's original objective is the realization that the
success of our project is determined by how others see it. This brings us to a brand-new project
manager success formula:

1. Communicate realistic expectations to all project stakeholders on the cost-schedule-scope
equilibrium and link these restrictions to the business case supporting the project.
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2. Control expectations all the way through the process. Make sure everyone is aware of and
agrees with the new equilibrium if it changes.

3. Reevaluate the aim if it ever seems that achieving the cost-schedule scope target won't allow
you to achieve the initial business goal.

4. Complete the project on schedule and within the allotted budget. A crucial project leadership
opportunity is to manage this dynamic balance and the corresponding stakeholder
expectations.

The Ultimate Challenge: No Damage

Project managers may be tempted to sacrifice team members in order to reach unachievable
targets in an atmosphere where the emphasis is on producing a high-quality product on time and
within budget. Every industry experiences it, and it always occurs because the project objectives
take precedence above the requirements of the individual team members. Furthermore, this
mindset isn't limited to the project team; in order to meet project objectives, suppliers and even
clients are sometimes subjected to extreme hardship. However, expecting them to provide 120
percent on every endeavor is ineffective. They get weary, disheartened, and just plain furious.
Meeting the project's cost, time, and scope objectives without causing harm to the people is the
ultimate challenge for project managers. That indicates that the project is completed with strong
morale, positive customer connections, and suppliers eager to collaborate with you on future
projects.

Agile and Waterfall Development Methodologies

The life cycle of product development shown assumes that each phase of development is finished
before the next one starts. The term "waterfall development life cycle™ is often used to describe
this sequential, linear process. While creating an apartment complex could be ideal for the
waterfall method, other product development life cycles don't proceed in this manner. The
introduction of agile approaches, which repeatedly repeat requirements, design, and construction,
has had one of the largest impacts on software and information technology projects in the last 20
years. Regardless of the sort of development technique employed, the primary lesson remains the
same: managing a project requires keeping an eye on the scope, timeline, resources, risks, and
other factors.

Organizing For Projects

Some businesses only work on projects; major construction corporations match this style. Their
organization is mostly focused on certain initiatives. Utilities are on the opposite end of the
spectrum and focus on operations. However, most businesses carry out continual activities and
initiatives. It has never been simple to develop an organizational structure that supports
initiatives. After instance, how can any company design an organizational structure that will
persist through the conclusion of the next project if a project only occurs once, has a certain
combination of personnel, and has a specific reporting structure? Although projects may mess up
organizational structures, there have been several well-known organizational reactions to the
project environment throughout time.
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Function-driven businesses are structured around core departments such those in charge of
marketing, engineering, information systems, manufacturing, and human resources. One
manager is responsible for assigning, supervising, and handling administrative duties including
remuneration for the workers. Initiatives inside functional groups don't cause any organizational
issues, however cross-functional authority and loyalty issues arise with cross-functional
initiatives. For businesses that take on significant, protracted initiatives, project-oriented
organizations are acceptable. Functional departments are found inside the project rather than
within and among functional departments. Project-oriented businesses, also known as projected
businesses, are willing to put up with organizational inefficiencies in order to maximize
management effectiveness on each project. They may have duplicate processes across numerous
projects. For instance, such companies build up a whole organization to manage every facet of
each of their massive projects in the heavy construction sector.

The hybrid that emerges when cross-functional initiatives are routine are matrix organizations.
By having both project managers and functional managers subordinate to the same executive,
this arrangement offers them both power. Functional managers will have a say in who joins
project teams and will be in charge of long-term administrative concerns. Project managers
divide up work among the project team members, keep an eye on it, and coordinate it. Every
employee working on a project has two supervisors, and if they work on many projects, they will
have even more. This is the major issue with the matrix structure.

Project Managers Are Leaders

A collection of woodworking tools may be linked to the discipline of project management. Both
have been created with particular goals in mind and, in the hands of an expert, are capable of
stunning outcomes. Regardless of their title, every project requires someone to carry out project
management duties. On minor projects, it may be completed in a few hours a week; on extremely
big ones, it can be distributed among several individuals. However, this position cannot be only
described in terms of project management's features or the toolkit that goes with it. It is also
important to realize that a project manager's main duty is to inspire cooperation among all the
project's participants, including the project team, management, suppliers, and clients. Every
approach in this book may be necessary to bring a project to a successful completion, but none of
them will suffice unless the manager wants to lead. The initiator who gives the project its lift and
gets it moving is the project manager. Never forget that the skills you learn here have power
because of your attitude and enthusiasm!

CONCLUSION

Project managers may use the Foundation Principles of Project Management as a framework to
help them negotiate the challenges of project execution and guarantee positive results. When
these concepts are put into practice, project management becomes more organized and
disciplined, empowering teams to overcome obstacles, adjust to changing conditions, and
produce projects that meet or exceed stakeholder expectations. Project managers that embrace
the Foundation Principles are more equipped to promote efficiency, effectiveness, and quality in
project delivery, thus enhancing the overall performance and long-term viability of companies.
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ABSTRACT:

For software development teams, selecting a development method is a crucial option. Two well-
liked strategies, Agile and Waterfall, provide different methods for project management and
software development. In order to provide guidance to teams choosing a development process,
this chapter compares and contrasts the features, advantages, and drawbacks of the Agile and
Waterfall techniques.While Waterfall adopts a linear and sequential methodology, it guarantees
thorough documentation and clearly defined stages. It makes it simpler to forecast timelines and
assign resources for projects with steady and predictable needs. Teams with less experienced
members or those working on projects that must comply with regulations might also benefit from
using waterfall.

KEYWORDS: Agile, Development, Project Management, Waterfall.

INTRODUCTION

"I cherish my phone,” "This is a pointless report,” "Paying my bills online is incredibly simple."
It would be a problem to leave work to visit the clinic because of the odd hours. "The structure is
stunning!" Stakeholders are speaking here. These are customers and end users, to be exact. Here
is the viewpoint of a different stakeholder. There will never be enough traffic to bring in the
required amount of money. Do we really have anything that is desired after all the work that goes
into a project? Are the advantages of the result greater than the expense of the development? Did
we achieve the anticipated value? It's never easy to reach the value objective when we develop
goods and services. The construction project team must determine precisely what needs to be
constructed before beginning.

That is true whether we are working on a home renovation, releasing a brand-new medication, or
enhancing internet banking services. We refer to this procedure as the product development life
cycle or the product development process. It starts with the discovery of the requirements and
ends with turnover. A method for developing products outlines the main stages of work and how
it should be done. It is not surprising that the product development life cycle for these two types
of initiatives is so different as redesigning a kitchen and releasing a new medicine have virtually
little in common[1], [2]. The phases of your development process will be exclusive to your
sector, unlike project management, which is fundamentally the same across all industries. And as
the need for innovation grows, so does the need for fresh, improved methods of product

development.
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This section will:

1. Reevaluate what success in a project means and bring a fresh perspective on what it means
for a project to create value.

2. Illustrate the advantages for businesses of having a well-defined product development
process that can be used to all of their initiatives.

3. Give a number of instances of product development life cycles and demonstrate how each
one takes into account the particular traits of the industry in which it is utilized.

4. Contrast agile development techniques, which are used in software development projects,
with conventional development life cycles, which have a sequential phase structure.

5. Examine techniques for quick innovation to produce goods that consumers appreciate.

A recurring issue in this chapter is the distinction and complementarity between project
management and product development processes. The capacity of project managers to choose the
product development phases that are most appropriate for their projects increases when they are
aware of this difference[3], [4].

A New Lens For Judging Projects Informs The Development Process In Defining Value:

The most common definition of a successful project is one that adheres to the specifications, the
budget, and the timeline. The most crucial goal will be missed if the product's specification is
incorrect or the business context changes throughout development—it won't be beneficial to the
stakeholders who paid for it or must use it. The finest project managers are accountable for
generating company value, thus it is beneficial to provide a fresh viewpoint while assessing a
project [5], [6].

Viable, Feasible, and Desirable: The IDEO Framework

Design Company IDEO has gained notoriety for its role in innovation. In order to promote
organizational cultures and practices that encourage creativity and innovation, IDEO consultants
collaborate with businesses in every industry. Their three criteria for evaluating prospective
solutions form a distinctive paradigm [7], [8].

1. Feasibility. The answer is technically workable.
2. Desirability. There is a demand for this remedy. People want it.
3. Viability. The remedy may be provided via a long-term company strategy.

This paradigm may be used for any project, including ones that don't claim to be new, and is
astonishingly simple to comprehend. The standard cost-schedule scope measurements are not in
contradiction with the IDEO variables; they are just seen from a different angle. These three
factors are very helpful when assessing potential projects.

Choose a Product Development Process That Delivers Value

The toolkit for project management is extensive and diverse, with many different techniques and
procedures. However, this toolkit cannot yet provide a guarantee that the product we are
developing is the right one and is being constructed properly. A product development process,
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usually referred to as a methodology or a framework for product development, is responsible for
carrying out that task[9], [10].

What Is the Process of Product Development?

A product development process lays out the general flow as well as specific tasks for the work
that needs to be done at both a macro and micro level. That includes precise procedures for
choosing the best product or service to create and ways to make sure it is done so accurately and
quickly. The fact that a development process is unique to the kind of work being done and the
product or service being generated should come as no surprise.

DISCUSSION
When comparing these two linear processes, the following parallels emerge:
1. There is a movement from doubt to certainty at each successive step.

2. A specific component of development is addressed at each stage of the process. In reality, the
nature of the work within each phase may vary significantly, but it is often focused on
resolving a particular set of issues, isolating or eliminating certain unknowns, reaching
important conclusions, and producing deliverables that might be utilized as inputs in
following phases.

3. Phases and explicit Go/No-Go decision points are commonly included in development
processes. These decision points, also known as phase gates, have two functions: first, they
assess the level of work produced during the phase; second, they analyze the business case,
or value equation, in light of the fresh data that was gathered during the phase.

The life cycle of developing a medicine differs significantly from that of building a capital
structure since a development process takes into account the particular difficulties a certain
product faces.

1. The pricey expense of research & development as well as the high cost of guaranteeing the
product is efficient and safe are both evident in the new pharmaceutical product. The U.S.
Food and Drug Administration's three trial phases serve as an example of how a development
process may be standardized within an industry.

2. Despite containing the bulk of the costs, the actual building phase of the capital construction
life cycle is just one. Design is a major area of investment for capital projects. When
compared to the expense of revision after real construction has started, the cost of changing a
design while it is still in the design phase is small.

Read How Fast to Learn More About the Cost of Rework.The section "Stellar Performer: Seattle
Mariners Baseball Park™ near the conclusion of Chapter 13 details how monitoring a Major
League Baseball stadium raised expenditures by 25%. Also note that the owner's viewpoint is
emphasized throughout this development process. Each step and set of deliverables for architects
and contractors is tailored to lowering risk or raising individual performance.

The Advantages of Consistent Development
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A well defined development process emphasizes doing the appropriate tasks on each project in
the correct order. A completion checklist for each step may be used to incorporate the knowledge
gained from earlier initiatives. It is possible to create standard work specifications and
deliverable samples to ensure that each project team does the task at least as well as the one
before it. The capital development life cycle creates a standard perspective for the organization
to use when evaluating any capital project, which serves as the foundation for ongoing
development. They may examine the life cycle for a common source of the problem if the same
issue arises across many projects. A standard WBS for each stage of a project is often included in
a development process. This standard set of activities facilitates planning and guarantees that
every project, especially those that deal with quality assurance, has all it needs.

Calculating the Advantages of a Standardized Development Method.

When all projects have the same phases and tasks, gathering real cost and schedule performance
information by phase and task is simpler and more useful. Future project estimation is facilitated
and improved by actual performance data from completed projects.

Feasibility, Viability, and Desirability Are Addressed in a Development Process

The three IDEO solution assessment standards provide fresh perspective on the creative process.
Because this is the biggest uncertainty, the drug development process concentrates on feasibility
at the early research stage. To find the chemical molecules that could potentially produce a
medicine, several tests are conducted. The main concern when developing a new medicine is its
viability, just as it is when creating any new products where innovation and discovery are
essential elements.

In contrast, the creation of capital projects doesn't actually raise any technical feasibility
concerns. On corporate and academic campuses, the majority of structures don't push the limits
of constructability. The capital project stages, on the other hand, concentrate on striking a
balance between desirability what consumers want and viability what the organization can
afford. This equilibrium is further improved with each step. The lengthy design process
emphasizes how crucial it is to get the design right while it's on paper and modifications are still
reasonably priced.

A Product Development Process Integrates Best Practices For Capturing Requirements

Stakeholder expectations for attractiveness and viability are met by successful initiatives. That
may be simple to say, but stakeholders often struggle to express their needs clearly, resulting in
requirements and specifications that have no practical value. The optimum method for
determining needs will vary by industry. Understanding how the tenants want to utilize the new
facility is a key component of the Capital Projects example from the beginning. In the first stages
of the product development process, the appropriate questions and accepted techniques for
gathering customer needs may be discovered. The techniques for collecting requirements are a
crucial part of the development process in any business where goods are created for particular
customers.

It gets more difficult to distinguish needs as a product's client base expands. How can a car
manufacturer, for instance, actually know what will sell? Without a procedure to record the
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"voice of the customer,” often known as VoC, delivering an innovative design becomes quite
dangerous. Projects working on software and information systems are approaching the
requirements conundrum quite differently. These initiatives embrace the uncertainty and quickly
generate tiny portions of the solution since it may be so difficult to establish needs with
precision. This gives their clients a concrete product to assess. Agile is a term used to describe
this iterative method, which we will explore in more depth later in this chapter. The more
accurately a project team can identify the requirements, the more likely it is that the final product
will provide the value that the project's users and other stakeholders had in mind when they
started it.

Project Management is not a Development Process

A development process and project management have a close link, but it's important to recognize
that they are two distinct but complimentary processes. The work's definition and proper
execution are described in the development process. The focus of project management is on
collaboration and communication to ensure effective task performance. A project may be a part
of one or more development life cycles. This procedure, which may take 10 to 15 years, could
include hundreds of separate projects, each of which adheres to the Define, Plan, Execute, Close
project management life cycle that was described in Chapter 3. The Capital Projects Life Cycle
stages are managed in the same way. Every step of lengthy development life cycles is often
managed as at least one project.

It could be simpler to start with project management for businesses that lack both a defined
development process and reliable project management. When the Software Engineering Institute
(SEI) at Carnegie Mellon University published its initial Capability Maturity Model (CMM) for
software projects more than 25 years ago, it came to that conclusion. In that paradigm, SEI
suggested that software development shops prioritize being able to reliably plan and manage
their work. After that capacity was established, creating a development procedure was the next
step. Even though SEI has since made modifications to the CMM and other models, they haven't
wavered from their stance that reliable project management is the cornerstone of any
development process.

Agile Or Waterfall: Which Brings In The Best Value?

We've established in this chapter that a development process is a description of the stages
involved in creating anything, from the original idea to the final product delivered to the
consumers. We are now better equipped to handle the two very divergent product development
methodologies, waterfall and agile. In the world of software development, the contrast between
waterfall and agile initially became apparent. But as we'll see, there are certain things that any
project manager can take away from this. Which development strategy offers the highest value is
the most crucial factor to consider when we compare these two approaches. What if we asked,
"Which approach provides the most useful product, in the shortest time, for the least cost?"
instead of the original query?
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Waterfall Is a Predictive Development Approach

There were few individuals working on designing software for business systems in the 1960s,
and there was no consensus on the most effective strategy. By the 1980s, many large-scale
information systems departments had a formal system development life cycle, or SDLC. By the
1970s, common strategies had begun to emerge. There were as many variations as there were
consulting companies pushing them, but they all followed a similar pattern of stages to the
facilities life cycle that was covered previously in this chapter. Figure 1 depicts an SDLC in a
typical way.

Testing

[ Operations }:{>

Figure 1: System development life cycle (SDLC) portrayed as a waterfall [scribd].

In order to underline that this is a one-way process, the word waterfall emerged: The criteria are
acquired, and the design is then built on them. On the basis of the design, the system is designed
and data bases are built. The stages of growth are carried out sequentially and without repetition,
much as how water falls downhill due to gravity. Similar to how we build a home, this sequential
method is justified by the same logic: The building must be planned before the foundation can be
constructed, and so on.

The Project Management Institute (PMI®) has been using the word "predictive” to describe this
sequential technique since 2013. In this context, "predictive" denotes the early in the life cycle
that a good understanding of the project's scope may be reached, allowing the project team to
create a plan and budget that is very reliable. Unfortunately, many information systems projects
that used this development method discovered that unless they had clear objectives and a strong
design, they were unable to correctly calculate scope or estimate cost.

On the one hand, it makes logical that we should plan the system building phase after obtaining
requirements and a design. However, the overall budget for a sophisticated information systems
project may already be 40 to 50 percent spent before the design is finished.

Even still, information systems projects often have inaccurate construction phase estimates. As a
consequence, this waterfall, predictive technique isn't actually that excellent at forecasting
project cost and time. This is one of the main shortcomings of the waterfall life cycle that drove
software engineers to support other methods that came to be known as agile.
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Agile Methodologies Are Iterative

It was sometimes difficult to properly comprehend the system requirements during the early
requirements phase for individuals who used the predictive waterfall method. Customers and
users often had trouble picturing just how they anticipated a future system to function.
Contrarily, agile frameworks acknowledge this problem as a normal component of producing
anything new. The agile methodology starts with a high-level objective for a system or software
product, then builds it piece by piece while modifying the requirements along the way. Iterations
are the stages in a piece's development.For many different sorts of items, incremental delivery is
not feasible.

A Dbuilding team might begin with the broad objective of a family shelter with electricity and
plumbing and then allow a construction team to build for 30 days if new residential development
is delivered incrementally. The family would relocate to whatever shelter was built after 30 days.
The building crew would then have a further 30 days to extend the shelter. The family would pay
for and utilize whatever was constructed if they liked it.

The new addition would be taken down and the building crew would try again if they didn't like
it. The family's home will become bigger and more comfortable month after month. This
illustration demonstrates that iterative, incremental delivery is not a typical method for house
building.

Other goods may not work well with this strategy, in our opinion. However, software may be
released in pieces. After establishing the idea of incremental delivery, we can go more deeply
into the advantages and methods of agile development.

Common Agile Practices

People whose projects have historically employed predictable, linear development procedures
may find agile to be entirely unrealistic. The significant advantages of agile will become clear
when we take a deeper look at key presumptions and practices, which will also enable us to
identify applications outside of software projects. A typical representation of agile's iterative
patterns is shown in Figure 2.

Figure 2: Iterative patterns within agile [scribd].

Requirements Are Prioritized into a Product Backlog
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When a project begins, the overall product is high-level stated, and the primary components are
broken down into a list called a product backlog. This is a crucial feature of agile development
frameworks. For instance, after an hour of brainstorming, the key components of the Palermo
Plant Pizza website were constructed. The Palermo family then decided which elements to
include on the website as each iteration started. A prioritized product backlog was made by
listing the remaining features in order of importance.

They may have further suggestions for the website's improvement after four revisions, but they
are less crucial, therefore they weren't included. The Palermos may add additional content to the
website in the future after the restaurant is profitable, such comprehensive nutritional data for
each menu item. Only during the iteration that is centered on a particular feature are the specific
requirements for that feature evaluated in detail. As a consequence, minimal attention is devoted
to keeping up with specific needs.

Each lteration Is Structured

Every iteration follows a set pattern, which gives the development team more structure. An
iteration may be structured in a variety of ways.

All iteration methods share the following actions.

1. The client chooses the most crucial feature as the iteration's objective at the beginning of the
process.

2. The team concentrates on achieving the specified functionality and creates a usable product
for the client.

The team meets daily during the iteration to plan and organize their tasks.

4. The team evaluates its own performance at the conclusion of the iteration, praising its
successes and looking for areas for development.

5. The client evaluates the product at the conclusion of the iteration and may choose to accept
or reject it. If it is rejected, such feature can still be the focus of the next revision.

Most often, these iterations last one to four weeks.
Every iteration results in a valuable product

Producing a functioning component of the solution is the aim of each iteration. For instance,
after the initial iteration, the Palermo Plant Pizza website started producing results. Customers
might use search engines to discover the website. Every succeeding version increased the
website's capabilities, and their clients valued that functionality.Not every agile project will
deliver over portions of a finished functional product to the end user at every iteration. A
complicated product like an aircraft wing could go through many revisions with the wing design
as the primary emphasis. One design iteration could result in a certain choice. A corporation
won't distribute a video game to its clients in stages if it is developing it. But a functioning game
will gain a feature with each iteration. This implies that each increment must be properly
checked before being added, and that a test of the whole game is performed after each increase.
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Customer Interaction Is Systematic and Frequent

In order to create items that consumers want, we must pay careful attention to their feedback.
The customer's voice is included into iterations' structure in a variety of ways.

1. The product backlog belongs to the client. They prioritize the backlog along with the team
and go through it again at the start of each iteration.

2. During an iteration, customers are anticipated to be accessible to respond to queries.

3. As part of the iteration closing, the team provides the client with the iteration's results. The
following iteration is influenced by their comments on each item that is produced.

The general direction of the product being developed is strongly influenced by the client, even if
iteration results are still subject to course correction. Customers adjust their own expectations
about their commitment to the development effort as a result of the structure of customer
interaction throughout each iteration, which has a significant cultural impact.

Common Abilities of Agile

Due to several unique advantages, agile has quickly gained favor for software and information
system projects. These advantages are available outside of software projects as well.

Iteration Reveals the Right Solution

Homeowners thinking about remodeling their kitchen or bathroom often go to showrooms that
provide stunning examples of modern kitchens and bathrooms that include the newest items.
Homeowners may really see what they could have in their own home by visiting a showroom.
Showrooms provide customers concrete representations of what to anticipate, enabling
homeowners and renovation contractors to be extremely explicit about what will be constructed.
Agile iterations may do the same thing. The development team may utilize iterations to design
one functional element of the system rather than asking a client to picture the full future
information system. This solves the problem of the customer who can't explain what they want
but says, "I'll know it when | see it."

It's crucial to understand that a consumer could utterly reject an iteration's results. However, they
need to be clearer about what they really want. The outcome of the next iteration should be
significantly closer to the ideal product. The knowledge of the client and team on the ideal
solution to the issue is gradually improved via iterations. Each iteration increases the team's and
the client's trust in the emerging solution. When they are finished, it's doubtful that they will
discover that they significantly missed the aim.

Iteration Delivers Value Faster

When a product is released progressively and each installment may be utilized, the advantage is
seen sooner by the consumer. This is a significant distinction between agile and predictive
software development methods. A project's first few months might be used using a predictive
development method to record requirements or create a solution. A fraction of the ultimate
solution would already be operational on an agile project, according to the team.This advantage
is shown on the webpage for Palermo Plant Pizza. With the first iteration, they started to attract
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clients! Customers get more enthusiastic and inventive about what may be produced next as they
see the outcomes of fast iterations, which is a related advantage. "I'll know it when | see it," is
changed to "Let's try something out!"

Iteration Reduces Scope

Customers and users are incentivized to increase scope during the requirements phase, a common
critique of a predictive method. Why? Because criteria will be used to determine the budget.
New concepts or modifications might be rejected and will be subject to change control. As a
consequence, lower priority needs are included into the baseline of requirements, increasing the
amount of design, development, and testing work.

When a team produces a solution in stages, they start with the most crucial components. The
consumer chooses which element will be constructed next before each iteration. The customer
can see how their solution is developing and functioning since every new component of it
genuinely functions (much like every new snowball on the fort). And when it performs
adequately, the client can see. The final delivered product is thus probably less useful and hence
less priced.

Selecting Between Waterfall Development and Agile

In this part, we compared the value produced by agile and waterfall methods. We went through
some of agile's most well-known advantages. Let's now examine further elements that may affect
the choice of a development strategy. We'll continue to compare and contrast software and
construction projects as we go since they both provide extreme instances of project
characteristics.

Incremental Delivery is supported by Product Architecture

The website and the examples above of house development clearly demonstrated the idea and
difficulty of incremental delivery. It is possible to design, create, test, and release software in
stages. If it couldn't, incremental, iterative delivery wouldn't make any more sense than it does
for home building. If you don't work on software projects, it could be tough for you to envisage
incremental delivery, but it's worth thinking about what you're producing and determining if it
might be divided into smaller chunks and provided in stages to get the advantages of early
customer input and early value. Here's an illustration:

A developing company's training manager was given the assignment of creating an extensive
management training curriculum. She had planned on a year of growth after comparing similar
programs at other organizations, then a huge launch led by the CEO as the first set of thirty
managers started the evolution of seminars and mentoring sessions. After seeing an agile
presentation, she understood that she could likely deliver the program's initial component in two
months, and then on to release new components every two months.

The Members of the Development Team Remain Stable

Agile places a strong emphasis on the value of having a reliable cross-functional team that can
stick with the project through all iterations. This consistency provides a lot of benefits for team
management that are related to cooperation. It also makes resource forecasting easier, which is a
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significant benefit for project management. You are aware of the resource plan when a ten-
person software team is allocated to a ten-month project. Therefore, in order to have the correct
individuals participating at the right moment, the project manager does not need to be aware of
the team's month-to-month work schedule.

For organizations with several projects, like the majority of information technology departments,
this value is amplified. There is a backlog of projects as well as a backlog of products for
projects. After many iterations, a high-functioning team is still together and is able to focus on
other tasks. In comparison, a 10-month home building project would need for a wide range of
specialized skill sets, including those of plumbers, electricians, painters, tile installers, and so
forth. The need to plan each of these many resources, all of which must participate in a certain
order, makes it imperative to have a comprehensive predictive calendar in place.

CONCLUSION

Software development approaches such as Agile and Waterfall may be chosen depending on the
needs of the project, the size of the team, and organizational culture. Agile is renowned for its
flexible and iterative character, which enables teams to adjust to shifting needs and provide
incremental outcomes. It encourages teamwork, consumer participation, and quick feedback
loops, which raises customer satisfaction. Agile, however, need knowledgeable team members
and regular communication, which may be difficult for big or far scattered teams. However,
because to Waterfall's rigidity, it may be challenging to incorporate changes throughout the
development process, which might cause delays or cost overruns. The decision between Agile
and Waterfall should ultimately be made after a careful analysis of the project's features and
team dynamics. To maximize the benefits of each methodology, hybrid techniques that integrate
components of both may be taken into account. The secret to maximizing the odds of successful
software development is to connect the selected development process with the project objectives,
team competencies, and the organization's overall strategy.
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ABSTRACT:

In the project management process, the project start phase is crucial because it creates the
conditions for a successful project execution. It entails creating a thorough project plan as well
as identifying the project's goals, stakeholders, and resources. This chapter offers a succinct
summary of project commencement, emphasizing its significance in setting the project's clear
course and coordinating stakeholders' expectations. Project managers may create a solid basis
for the project's eventual success by concentrating on the crucial aspects of project initiation,
such as setting project objectives, identifying key stakeholders, and developing a roadmap. The
importance of project beginning and its part in lowering risks, allocating resources optimally,
and encouraging productive project cooperation are also highlighted.
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INTRODUCTION

The first choice to go on with the project is the answer. Depending on the details of the project,
this choice starts the execution process in action and sets off a series of events that may last for
years. In light of this, it would be logical for every decision to start a project to be preceded by a
detailed review of the potential advantages, disadvantages, resource needs, strategy alignment,
and several other elements related to the project. A project business case, often known as a
project rationale, proposal, or another similar phrase, is the primary output of the project start
phase[1], [2]. This chapter focuses on the significance of the project initiation process,
emphasizing that starting a new project requires rigorous, focused study and that all projects
regardless of their value must be seen in the context of the organization's existing initiatives and
plans. We will analyze the skills and approaches needed during project initiation, put project
initiation in the perspective of the full project life cycle, and provide recommendations on how to
transform a challenge or an opportunity into a project business case. The Logical Framework
Approach, a potent method that has been used successfully on significant projects all over the
globe but has just lately entered corporate decision-making processes, is also introduced in this
chapter[3], [4].

The Stage of Project Initiation in the Project Life Cycle

The procedures and activities leading up to the choice to undertake a project are beyond the usual
purview of project management, despite the fact that this decision is of utmost importance.
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When we evaluate who really carries out the initiation task, the explanation for this becomes
clear. In this chapter, we examine project initiation from the viewpoint of the owner, or
sponsoring organization—the body that will finance the endeavor and reap its rewards. Another
reason that project initiation and project management are distinct is that the project owner could
not be accountable for project execution. The construction of an apartment complex by a real
estate development business that engages a general contractor or the implementation of a
customer relationship management (CRM) system by the marketing department's information
technology department are two famous instances. The feasibility study that comes before project
authorization and execution is the joint responsibility of the marketing division and the real
estate development firm. What value will the project provide? The solution is discovered during
the project beginning processes [5], [6].

A Complete Project or a Mini-Analysis Phase

Project initiation is the labor necessary to research a challenge or opportunity. The outcome can
be a suggestion to start a project. It may also be decided that the issue or opportunity under
consideration simply does not warrant further action[7], [8]. Often, this analytical effort starts out
casually. A management may assign someone to "see what we can do about that" because of a
persistent issue. Or it may be a suggestion for a novel product that would open up new markets,
broaden existing ones, or save expenses. Anywhere, including trade exhibitions, publications
read, comments made by staff members, and listening to customers, might provide fresh ideas.
Once we realize that initiation occurs informally, it is simple to see why occasionally the
necessary rigor is not used. Because of this, it's critical to establish precise project approval
criteria. Whatever the project's initial haziness or ambiguity, a rigorous analysis will eventually
be conducted on it[9], [10].

A Project Manager's Part In Project Initiation

What does a project manager do during initiation if it takes place before a project is officially
authorized? There are three options: oversee the project's beginning phase, carry out the analysis,
or just assess the business case that results once the project is accepted. The analysis might
include a sizable and complicated amount of labor, necessitating the abilities of a project
manager to manage the people and work as in any project. People who are proficient in project
management may also be able to handle the task of beginning. That work includes stakeholder
analysis, issue resolution, root cause analysis, creative creation of prospective solutions, and
cost-benefit analysis, as we'll see in this chapter. The knowledge and methods needed for this job
are beyond the typical purview of project management. It is feasible for one individual to be able
to oversee the initiation work as well as carry out that job since both skills are very
complimentary to project management.

It's also conceivable that the project manager who is eventually in charge of overseeing a project
that has been authorized was not involved in the project's beginning at all. In actuality, this is
often the case. Whoever will be responsible for funding the project may designate an individual
or group to gather needs and create a business case. For instance, business analysts are often the
ones who carry out the task inside an information technology company. But there might be a
danger with this handoff. Will the project manager really comprehend the targeted business
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value the project is to provide? The better a project manager is able to manage the project to
fulfill the business case in any of the aforementioned situations, at the very least, is his or her
ability to comprehend all of the findings of the analysis carried out during commencement. The
issues in this chapter may not fall within your direct purview as a project manager, but they will
improve your overall impact on your initiatives and your company.

DISCUSSION
Initiative and Project Portfolio Management are Related

A business case is created at project start and serves as the foundation for the project evaluation.
Each business case delivers consistent data if a company has a portfolio management process in
place, and all possible projects are compared to one another. Project portfolio management
makes ensuring that an organization's limited resources are allocated to the projects that provide
the greatest outcomes, whether those results are determined just in terms of money or in other,
less tangible ways. We'll see how business case material mirrors portfolio selection criteria when
we look at the typical content of a project business case later in this chapter.

A business case determines the potential value of a business.

Benefits are the reason projects are authorized. These advantages are described in the business
case in comparison to the associated costs. Therefore, a good business case outlines the main
justification for a possible project, balances estimated costs and expenditures, and starts to
describe the future state that would be attained if the project is carried out. It is helpful to think
about the three factors that the design company IDEO advocates and that were presented in
Chapter 4 to determine if a project is worthwhile: attractiveness, viability, and feasibility. These
are crucial for assessing a commercial product, but they also serve as a basic framework for
assessing all future projects.

1. Wantworthiness: Will prospective consumers find the features we want to give compelling?
How much can we reasonably anticipate these users will pay if we want to make money from
them? If public bodies are thinking about initiatives, from bike lanes to tolled motorways,
they must take this element into account.

2. Viability: How much return on investment is required? Viability assesses the lifetime cost vs
the lifetime benefit in addition to the implementation cost. Development on the front end,
operational expenses and revenues, and the costs of decommissioning as it approaches the
end of its life are all included in lifetime costs and benefits.

3. Feasibility: Technically, is this possible? What technological hazards will there be during the
course of a solution?

These issues are explored throughout the initiation phase, and the business case that can be found
at the conclusion of this chapter provides a summary of the solutions.

Project Risk And Business Risk

Making assumptions and predictions is necessary when creating a business case, but they might
all be inaccurate. A real estate investor invests in a brand-new apartment building and starts
construction 12 months before the first tenant moves in. Additionally, the project won't become
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profitable for years of rental revenue. Will there be enough demand for these units in the future
to sustain high occupancy?

These inquiries deal with business risk, or the risk an owner takes on while funding an enterprise.
Project risk is distinct from business risk. Delivering the stated deliverables for projected cost
and time is the main worry of project risk. The project risk was effectively handled if the
apartment complex is constructed appropriately, is delivered on schedule, and is under budget.
Throughout the duration of the apartment complex, the business risk will continue to exist. The
project manager is not responsible for managing business risk.

Tracking Benefits Starting with the Business Case, realization occurs

For the majority of initiatives, the advantages they provide won't be felt until the project is over
and the change is operationalized. Before the value of the project investment is realized, the
project may be terminated and the project team may be split apart. Due to this, no matter how
much we research a project before we start it, the outcome is never quantified, which leads to a
frequent issue. When that occurs, the legitimacy of the project approval process is compromised
since we are unable to determine if the expected cost savings or improvements in market share
really occur. A project management office (PMO) executive at a hospital identified one reason
benefits monitoring failed as "We have a hard time assessing the effect of an individual project.
We can't always draw a direct connection from our surroundings to the project since there are so
many factors involved. She said that the hospital monitored a wide range of significant metrics
and that initiatives were started and coordinated in accordance with these guiding criteria.
However, strategic metrics are often trailing indicators, which means that they are the outcome
of several causes.

Drilling down to the underlying cause to discover the driving metrics should be done at the start
phase. Addressing the fundamental cause will be the project's objective. That suggests that
observing the change that takes place to the core cause should be the main focus of benefit
realization monitoring. Because changes here affect the strategic metric, a measure connected to
a root cause is frequently referred to as a leading metric. Monitoring the real benefits of
initiatives is becoming more and more important to businesses. A business case's content should
specify exactly what will be measured, when, and how. Include a proposal for the entity that
should be in charge of keeping track of the advantages as the project team may disperse before
the outcomes are realized.

Requirements engineering also covers the capability of delving into a process to provide
quantifiable benefit measures. It is important to remember that expressing business requirements
requires talent. The people who want to see a change often have a vision of what they want, but
they are unable to articulate it in a manner that encourages the most effective method of
problem-solving. This ability is contributed by business analysts to IT initiatives. They broaden
the range of potential solutions by assisting stakeholders in identifying what they genuinely want
to achieve via their facilitation abilities. This knowledge is connected to a suggested practice
that is discussed later in this chapter: Identify the issue before offering a remedy.
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Requirements and Metrics are connected by the Logical Framework Approach.

It should be obvious that tying a project's strategic objectives to a particular quantifiable result
makes the business case more rigorous. The Logical Framework Approach is a technique for
doing this. An introduction to this method, written by Terry Schmidt, who was a member of the
group that invented it more than 30 years ago, is included at the conclusion of this chapter.
Include a logical framework in each business case you create.

Project Initiation Common Principles

Will a carmaker utilize the same procedure that a marketing department employs to evaluate the
inclusion of a CRM system to contemplate launching an electric sports car? The same way a
university assesses the addition of a wholly online degree program, does a real estate developer
examine the viability of a new retail mall? There is little doubt that they are all quite distinct
prospective project kinds, and the appropriate analysis for each one differs. The most intricate
and time-consuming review is needed for the most complicated items. The automobile and
significant real estate developers both have complex processes and hordes of experts who have
been educated to do meticulous examination. In many businesses, it is just not feasible or
acceptable to do that. But it doesn't imply that before starting a project, any project can't
implement certain generally acknowledged best practices. The following guidelines for project
beginning are shown in Figure 1:

Understand the/ Invest in Creativity. . Reduce the risk.

<\

(( Inspiration

Figure 1: Project initiation begins with divergent thinking to expand our understanding of
the project before attempting to choose a solution [scribd].

1. Recognize the context of the problem from the viewpoints of all parties involved.

2. Spend money on creativity. The best chance to attack the problem with novel, innovative
ideas is via initiative.

3. Examine the possibilities and test hypotheses methodically. This phase's risk detection reaps

enormous rewards.
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The astute company may extrapolate from the rules that come next and apply them to their
initiatives.
Engage a Diverse Range of Stakeholders

All parties involved in or impacted by the project are considered stakeholders. As we'll see in
Chapter 6, effective project managers make an investment in early stakeholder identification as
the first step in comprehending a new project.

Stakeholder participation is even more critical and challenging during project initiation—more
critical since this is when we establish the project's objectives and direction, and more
challenging because there will be a larger pool of prospective stakeholders at this early stage. As
a roadmap for your own initiatives to include and engage the appropriate stakeholders, consider
the following viewpoints:

1. Consider the issue or opportunity from everyone who will be impacted by it. When
developing a new aircraft, an aviation maker must take the maintenance personnel, pilots,
and passengers into account. Consider all the individuals who will interact with the product
throughout the course of its entire life cycle. What are their apprehensions or aspirations in
relation to the issue or chance?

2. Both supporters of the status quo and those who want change could exist. Why? What is at
risk for each if a change is made (or not made)?

3. There are many stakeholders in federal, state, and local government entities. The situation is
constrained by laws and regulations. For instance, zoning regulations limit how real land may
be used by defining the kinds of structures and activities that are permitted.

4. On all types of projects, integration with current systems is a problem. A secure payment
processor will be integrated with an e-commerce website. The tanker aircraft that delivers the
gasoline must be taken into account by a military fighter jet that has to refuel while in flight.
An updated mobile app has to be compatible with the phone's operating system.

From this vantage point, it would seem that there is an endless list of stakeholders and that
locating them all will take a very long time. The idea is not to do that. But it just serves to
highlight how difficult and often specialized the analysis required to create a project business
case is. The basic message is that needs and restrictions will become apparent through paying
attention to stakeholders. These can be managed more affordably the sooner they are revealed.
We'll see that include as many stakeholders as possible at initiation is simply the start of
providing value to stakeholders.

Clarify the Problem before Proposing a Solution

Before we come up with brilliant solutions to a problem, it seems quite apparent that we should
agree on what the issue is, yet failing to do so is a common error. A frequent source of
dissatisfaction is the failure to identify the issue, especially because it is often found after the
project is finished. Describe it as human nature. Encourage it by praising it for being incisive and
practical. Put it into action because "that's what the customer asked for." However, acting
without first defining the issue is usually a mistake. This idea underpins all sensible approaches
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to problem-solving or product creation. The gap between the actual state and the desired state,
also known as the issue or gap analysis, should be defined. The perfect situation would instead
be the talent we want but do not already possess. The connection to enterprise needs that was
mentioned before in this chapter is made through this. The ideal future condition is when
business criteria are met. This is what the requirements part of the Project Business Case
template that may be downloaded expressly asks for.

What the company or client will be able to perform as a consequence of the project's successful
completion should be described as the major success criterion. Because they don't actually solve
the main business or functional requirement that the customer had, many finished projects
disappoint the client. Because business needs can hide below the surface, behind the signs of a
problem or the customer's perspective of the best course of action, it requires talent to identify
and catalog them. Keep in mind that these specifications will be expanded upon in later project
stages. This element becomes even more significant in areas where there is a pressing demand
for innovation. By training ourselves to concentrate on clearly describing the issue, we widen the
spectrum of potential solutions. We have the ability to go beyond the first, seemingly apparent
answer and consider all viable options for achieving our objective. The "ideal state” requirements
also provide a framework for assessing potential alternatives.

Contribute to creativity

It may seem obvious that when we evaluate an issue or an opportunity, we need to come up with
a number of possibilities rather than settling for the first one that comes to mind. Most certain,
there is no other method to produce really original thoughts. The possibility to add value to a
project via innovation may be highest during the start phase. It is the stage when the least money
has been spent and the most possibilities are available. It may just take a few days or weeks to
investigate a novel concept. At this early stage, learning and insights open up new opportunities.
On the other hand, after the project has been authorized with a solution, a budget, and a deadline,
the desire for originality and creativity is lost in the emphasis on efficiency. In order to actively
promote and encourage creative thinking, idea development, and problem-solving, an
atmosphere must be actively fostered. The following are a few ways that people and
organizations may support creativity:

Open-mindedness: Fostering an open-minded mindset enables the emergence of many
viewpoints and ideas. It entails questioning standard thought processes, accepting other opinions,
and being open to novel and uncommon ideas.

Collaboration and diversity: Diversity of thinking and teamwork are two factors that might
improve creativity. Individuals with various experiences, areas of expertise, and viewpoints may
be brought together to create a richer pool of ideas and methods, which can ultimately result in
creative solutions.

Promoting risk-taking: Taking chances and pushing beyond one's comfort zone are essential
components of creativity. Creativity and experimentation may be sparked by creating a secure
and encouraging atmosphere where people are encouraged to take measured chances without

worrying about failing.
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Providing resources and autonomy: Giving people the autonomy, tools, and resources they
need to explore their ideas and make them a reality. A helpful infrastructure may be created, and
unneeded obstacles can be taken down to encourage a creative atmosphere.

Promoting a learning culture: fostering a learning culture by placing a strong emphasis on
lifelong learning and growth. People's views are widened and their creative talents are improved
when they are encouraged to pursue new information, study other fields, and participate in
continual skill development.

Embracing failure as a learning opportunity: Accepting failure as a teaching opportunity may
help foster an atmosphere where people feel at ease taking chances. Failure is a normal part of
the creative process. Resilience and a growth mindset are encouraged through promoting the
process of learning from mistakes and utilizing them as stepping stones for development.

Giving people space for thought and exploration: Giving people time to contemplate,
brainstorm, and explore may inspire original ideas. Giving people the freedom to think deeply,
explore their ideas, and participate in creative activities may result in ground-breaking
discoveries.

The renowned management consultant and author Peter Drucker once said, "Efficiency is doing
things right; efficiency is doing the right things." Before starting the project team, now is the
moment to make sure we are acting ethically. Putting money into creativity requires bravery.
Nobody wants to pay for the twenty ideas that came before the one that might really work, even
if everyone wants the original, clever answer. It does require time and effort to test hypotheses,
try out novel strategies, and generally be ready to "think outside the box," but this is the only
way to depart from the conventional wisdom.

Here is the tip that applies to project initiation the most out of all the advice for investing in
creativity:Our comprehension of the issue or opportunity serves as the foundation for creativity
in the workplace. Understanding the stakeholders and their demands serves as motivation for
creativity in innovation.Creativity doesn't just happen. It takes effort and time. It will take some
imagination to include creative activity into your project beginning activities. However,
innovation is more valuable than ever now.

CONCLUSION

Any project's initiation acts as a crucial beginning point since it lays the foundation for the
project's effective implementation. Project start provides a clear grasp of project needs and
expectations via effective identification of project goals, stakeholders, and resources. This
phase's creation of a thorough project plan aids in creating a timetable, assigning resources, and
defining project deliverables, timeframes, and milestones. Organizations may reduce risks,
improve stakeholder participation, and increase the likelihood of project success by devoting
time and effort to project beginning. In order to guarantee a strong basis for succeeding project
activities, it is crucial for project managers to devote enough attention to the project beginning
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ABSTRACT:

A crucial step in project management is project selection and prioritizing, which entails locating
and assessing viable projects before ranking them according to predetermined standards.
Organizations must follow this procedure in order to distribute their few resources wisely and
guarantee the success of their projects. Organizations may raise the chance of project success
and maximize overall organizational performance by implementing good decision-making
methods and taking both qualitative and quantitative considerations into account. This chapter
gives insights into the advantages of a structured approach to decision-making in project
management and discusses the important variables and methodologies involved in project
selection and prioritizing.

KEYWORDS: Business, Organizations, Project, Project Selection.

INTRODUCTION

Compare each of the several potential strategies with the needs of the business and quantify the
advantages and disadvantages of each as much as you can. By quantifying the advantages, it will
be clear how differently the alternatives perform. A financial study, such as a return on
investment (ROI) analysis, will have a solid basis provided the expenses are quantified. Finding
means to quantify the costs and benefits will assist us to understand why we would wish to
pursue a lower-cost option that gives a worse outcome since the majority of alternatives analysis
needs us to evaluate choices that have various advantages and drawbacks (apples and oranges),
we should discover ways to quantify the costs and benefits. Or it could support making the
significant investment with the significant return[1], [2]. Remember when you do this analysis
that when choosing the final project, a similar comparison will be conducted between the
proposed project and other possible or ongoing initiatives. The project must be a better use of the
company's limited resources than other initiatives in addition to producing benefits that surpass
its expenses.

Risk management may be used to enhance the solution

To create a new concept, you need to have a lot of bravery. To put the concept out there and
welcome criticism requires much more bravery. But by doing so, your finest answer will become
much better. The risk management procedure may be used to identify flaws in both the proposed
solution and its intended execution[3], [4].Invite people to assume the role of "devil's advocate,"
challenging every presumption about your finest suggestion. Ask questions concerning the
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feasibility, attractiveness, and viability of the three IDEO factors. Don't just list your
assumptions; test them as much as you can. Since this period stressed ongoing experimentation,
the cost of testing assumptions will be much less than the cost of discovering your assumption is
false after implementation or after the project is complete[5], [6].Managing risks is a great
complement to being creative. It rigorously assesses all of our wild, unconventional ideas. It
doesn't imply our original concept is bad when we do discover flaws or difficulties; it merely
shows there is room for improvement.

Choosing and Prioritizing Projects

You can't compare apples with oranges, it has been claimed. It refers to making a decision
between two possibilities that have various pros and drawbacks. The similar problem often arises
when choosing between possible projects[7], [8].

Even if two projects are an apple and an orange, a seasoned CEO may rightfully depend on her
or his instincts and judgment to make a decision. Portfolios of projects won't function that way.
The variety of initiatives a portfolio steering committee must choose from may make the "apples
versus oranges™ decision a fruit salad. Establish a framework for decision-making by using a
uniform business case structure and selection criteria [9], [10].

Utilize common financial models to evaluate projects

Should you select the 18-month project that might create a new market over the 4-month project
that would increase income by 1% for the next 12 months? It's unfair to compare apples to
oranges. These projects may be compared using financial models. In an effort to generate side-
by-side comparisons, these models enable you to analyze the expenses and predict the financial
advantages of quite diverse types of projects.

Benefit-cost ratio, payback time, and net present value are a few examples. Any business that
uses a standard business case style will be able to tell you which of these approaches is
necessary.Organizations may benefit from project prioritization and selection in a number of
ways. Among the principal benefits are:

1. Strategic alignment: Organizations may align their project portfolios with their strategic
goals and objectives by putting in place a procedure for project selection and prioritization.
By strengthening business focus and coherence, this makes sure that initiatives are chosen
based on their ability to contribute to the organization's overall strategic direction.

2. Resource optimization: It's important to efficiently distribute scarce resources like money,
time, and human capital. Organizations may deploy resources more wisely by using project
selection and prioritization to determine which initiatives are most important and have the
best chance of succeeding. This results in the best possible resource usage and reduces
waste.

3. Risk management: Project prioritization and selection require examining and appraising
the risks connected to possible initiatives. This is risk management. Organizations may
decide which projects to embark on by taking into account aspects like project complexity,
viability, and possible dangers. The possibility of project failure is decreased because to this
proactive approach to risk management, which also raises total project success rates.
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4. Improved decision-making: A systematic project selection process offers a framework for
making decisions that are better. It lets businesses to assess possible initiatives in
accordance with predetermined standards, such as economic viability, market demand,
technical viability, and strategic fit. Organizations may make well-informed choices that are
based on an extensive evaluation of project potential by taking into account both
quantitative and qualitative aspects.

5. Increased project success rates: By selecting and prioritizing initiatives, businesses may
concentrate their resources and attention on those that have the best chance of succeeding.
Organizations boost the likelihood of project success by choosing initiatives that are in line
with company goals, have distinct objectives, and are practical. As a result, project results,
customer satisfaction, and overall organizational performance all increase.

6. Agility and adaptability: Project prioritization and selection help firms adjust to shifting
business demands and market circumstances. Organizations may make sure that projects
stay in line with changing strategic goals by routinely evaluating and updating the project
portfolio. Organizations can adapt swiftly to new possibilities and problems because to this
flexibility, which strengthens their competitive edge.

DISCUSSION
Basic Business Case Content

A business case that is appropriate for a selection process should be the result of the project
initiation phase. A single manager or executive with the power to commit the resources may
examine the selection as part of an overall project portfolio management procedure.The project
charter and the business case share similar fundamental information. That makes sense since
both are used to transform an idea into a real, attainable objective. Because the business case is
produced first, any areas of overlap with the charter offer a chance to either confirm a previous
assumption or elaborate on that subject more. The logical framework approach discussed at the
conclusion of this chapter will greatly strengthen the business case that comes next.

As was previously stressed, based on your business and the size of your projects, the information
and analysis needed to choose a project may vary greatly. The information provided here covers
the essential elements that the majority of project selection boards want. As we go through each
element of the business case, you may find it helpful to refer to the online Project Business Case
form.

1. Project Goal

Indicate the precise outcomes that the project will produce over a certain time frame. Keep in
mind that this is the business value that we start to realize once the project is over. A training
project can include the following objective as a goal: "This project will increase our capacity to
accurately design projects and manage them to achieve cost, schedule, and scope targets.

2. Problem/Opportunity Definition
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Describe the issue or chance without offering a fix. The project's essential justification must be
understood by those who are authorizing it. The following components should be included in this
problem/opportunity statement:

1. Specify the issue or chance. Provide factual evidence of the issue, if at all feasible, being
careful to avoid making assumptions.

2. Describe the issue or opportunity in terms of its organizational context, including any
affected activities or functions.

3. Specify one or more methods for calculating the problem'’s size. Both qualitative and
quantitative metrics might be used.

3. Proposed Solution

Describe the steps the project will take to deal with the issue or opportunity. Be as explicit as you
can when describing the solution's boundaries, including the organizations, business procedures,
information systems, and other elements that will be impacted. Include any relevant challenges,
systems, or processes that are beyond the purview of this project when describing the limits, if
required.

4. Project Selection and Ranking Criteria

Ideally, your company has certain ranking or selection criteria that are handled here. This section
will correspond to the categories used by a selection board to compare projects if there is a
formal project portfolio management procedure in place.

Category for project benefits. Typically, projects fit into one of the following categories:

1. Conformity and regulation:The requirements for the project are set out by laws or
regulations.

Efficiencies and cost savings: Lower operational expenses will be the project's outcome.

Increased revenue: For instance, more revenue may result from a new product, improved
client loyalty, or increased market share.

5. Cost-Benefit Analysis

The financial justifications for doing the project are outlined in this section. It analyzes the
predicted benefits in relation to the expenses and makes an effort to calculate the return on
investment.

1. Realistic advantages: Measurable tangible advantages will correlate to the issue or
opportunity mentioned. Include a description, a numerical value, and a conversion of the
benefit into money-related terms, such as dollars saved or gained, for each benefit. Include
any suppositions you made while figuring out this advantage. Describe the likelihood of
obtaining the objective since forecasted benefits are often not clear. The benefit-realization
measures that will be followed up on after deployment should be established here.

2. Non-tangible advantages: Although difficult to quantify, intangible advantages are
nonetheless significant. For instance, simplifying a process could improve employee work
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satisfaction, a good but challenging benefit. Describe the benefit once again, along with the
underlying assumptions that were used to estimate its size and the likelihood that it would
materialize.

3. Cost of the necessary resources: What kind of labor and other resources are needed? Add a
sentence addressing the veracity of these numbers. Internal (employee) work hours, external
labor, and capital investment are examples of typical cost categories. The project expenses
should be recorded, but new continuing expenditures that support the project's outcome
should be kept separate from them.

4. Return on investment: There are several financial methodologies that compare the project’s
upfront tangible costs with its anticipated future tangible benefits. Use the PMP® Exam Prep
video Project Selection, which was mentioned earlier in this chapter, to learn more about
some of these models.

6. Business Conditions

These are the business needs that we have underlined throughout this chapter. Describe the
specifications from the owner's or customer's point of view. You are more likely to properly
convey the genuine end state required by the client if you explain a demand using one of the
following phrases.

7. Scope

List and explain the key achievements needed to achieve the project's objective. These could
consist of training, information system improvements, facility modifications, process or policy
changes, and so forth. The scope statement in the business case is likely to be less thorough than
the one created for the project charter, while there is obviously overlap.

8. Risks and Obstacles

Identify the main challenges to success and the known dangers (threats) that can result in a
disruption or failure. The distinction between risks and barriers is that although risks might
happen, obstacles are a given. To assist identify possible hazards and either prevent them or
lessen their negative effects, the risk management process operates continually throughout the
project.

9. Schedule Summary

Describe the project's anticipated length (scheduled start and end dates), important milestones,
and key stages at a high level. It is always helpful to moderate expectations by providing
feedback on the accuracy of this schedule forecast. This is only an initial schedule estimate that
will be improved throughout project definition and planning.

Creating a practical initiating process

A project might be the beginning. The studies and analyses you just read call for expertise and
work. Initiation of certain initiatives may take months or even years. Hours will pass for simpler
tasks. It is obvious that a balance has to be struck between recklessly launching new endeavors
and being paralyzed by "analysis paralysis.” Risk and estimating are two crucial aspects to take
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into account while developing the initiation process; both are connected to the inherently
unknowns that exist at the moment a project is accepted.

1. Risk: Identifying hazards and opportunities, then actively working to mitigate the threats and
maximize the possibilities, is the process of risk management. No matter how meticulous the
project start work was, our business case still has a lot of assumptions. Any projected expenses
or gains might vary. Therefore, the key question for our initiation process is: Have we researched
the issue enough to tolerate the level of uncertainty in the business case? Or do we devote more
time and money to researching it further?

2. Calculating: Estimates, as we are aware, are a reflection of the known and unknown that still
exist over the course of the project. The estimation's accuracy decreases with time. Because it
contains no more surprises, the only estimate that is 100 percent correct is for a project that is
finished. How accurate of an estimate must it be for us to approve a project, and how will we
update it while the project is carried out?

A realistic project initiation process acknowledges that approval of projects is dependent on
several assumptions, many of which won't be verified as true or untrue until the project is
underway or even finished. The ideal method for establishing a balance was defined by the
phased estimation methodology. The purpose of the phase gate reviews is to compel the
oversight committee to reconsider the business case in light of the results and lessons gained
from the preceding phase.

Project Leadership: Focus On Value

Projects must provide value, and the business case for that value must be documented. When
reading a business case, project managers need to examine it critically. Is there really a direct
link between the expected deliverables and the anticipated outcomes? Are prices and timetables
based on facts? Can you quickly demonstrate the presumptions?

Any project's hazy beginning calls for sharp critical analysis and inventive problem-solving
techniques. Project managers that challenge flawed reasoning and ask insightful questions add a
lot to projects. While it may not be simple to contest the validity of a project that has been given
to you, having the guts and analytical prowess to develop or assess a business case benefits the
company and increases your influence and reputation.

CONCLUSION

Organizations must choose and prioritize their projects wisely in order to maximize resource
efficiency and project success rates. Organizations may objectively assess new projects by using
a systematic method that takes into account a variety of variables, including strategy alignment,
feasibility, return on investment, and resource availability. By allocating resources to high-
priority initiatives, project prioritization enables the efficient and effective use of limited
resources. Additionally, a systematic project selection process helps firms to respond to changing
business demands and connect their project portfolios with their strategic objectives. In the end,
project selection and prioritization provide businesses a framework for making choices and
prioritizing projects that will generate the most substantial value and support long-term success.
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ABSTRACT:

Stakeholders are essential to any project or organization's success. To achieve targeted results
and reduce possible hazards, their assistance and participation are essential. The tactics for
involving stakeholders and gaining their cooperation are examined in this research. It
emphasizes how crucial it is to comprehend stakeholders' demands, communicate with them
clearly, and build a relationship that benefits all parties involved. Organizations may improve
cooperation, develop trust, and establish a healthy work atmosphere by putting these tactics into
practice, which will eventually result in effective project results.
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INTRODUCTION

There are moments when it looks like technology handles all the labor-intensive tasks in our
economy. However, a deeper inspection shows that humans are always responsible for the output
that technology creates. These influential people are referred to as stakeholders in initiatives
because they have a stake in the outcome. Finding these stakeholders is a project manager's
initial responsibility.

Of course, this group includes customers, decision-makers, suppliers, and workers, but in a
broader sense, a stakeholder is everyone who contributes to the project or who is affected by its
outcome[1], [2]. Since these stakeholders are the ones who make all of the crucial choices
throughout the project's conceptualization and planning phases, identifying stakeholders is a key
responsibility.

These are the individuals who, with the project manager's supervision, come to agreements about
the project's objectives and limitations, create the plans and timetables, and give the budget their
approval. In addition, stakeholders are the individuals and groups who will eventually assess the
project's success. It is obvious that we must be aware of our stakeholders. It is also true that a lot
of initiatives don't include one or more crucial stakeholders during project conception and
planning.

It is simple to forecast the issues that will arise as a result: at the very least, there will be
requirements disputes and rework, and there may even be more serious repercussions like
litigation or costly penalties[3], [4]. The goal of this chapter is to direct the stakeholder
identification process. We identify the most typical stakeholders and provide a checklist tool to
make the process of identifying stakeholders more organized [5], [6].
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Focusing on stakeholders throughout the project’s lifespan

By include all individuals and groups impacted by the project or participating in its execution,
we may define our stakeholders broadly. How are we going to manage or find such a big and
varied group? Start by classifying them into two broad groups: those involved in the project's
work and those who will just be impacted by it. Guidelines that apply to affected stakeholders
may also apply to engaged stakeholders since they are also impacted by the project. The initial
exploration reveals stakeholders who are engaged in the project and those who will be affected
during the life of the project. Continue to expand the number who are actively engaged, and
increase the project team’s awareness of those who will be affected. Engaged stakeholders are
shown in Figure 1 as a subset of all stakeholders[7], [8].

.
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ooooo

Known Stakeholders

| Initiation ‘ Project ’

Approval Completion

Figure 1: Engaged stakeholders [scribd].

Stakeholders who are actively involved are usually simpler to find. They perform a
predetermined set of responsibilities that are necessary to complete the majority of tasks. Finding
these crucial individuals and comprehending their investment in the project is made simpler by
being aware of these traditional roles. These are typical stakeholder positions, therefore it stands
to reason that some persons would play several roles, and that certain roles will be played by
many people. The project manager, project team, management, and client responsibilities are
covered in this chapter. A new problem is posed by affected parties. Although we may not need
them to complete the project's work, we could discover that their collaboration is crucial to
maximizing the project's potential. In other situations, we may prevent developing enemies when
we understand their stake. This chapter's second half offers important questions to consider
asking in order to identify project stakeholders who may be impacted and their level of interest

[9], [10].
Early knowledge and expanding engagement

Our knowledge of stakeholders may be the widest it has ever been at this point. Even while it is
not required to actively contact with every prospective stakeholder at this time, the more we are
aware of them, the more accurate our predictions about how the project will be seen by everyone
it impacts will be. As we find more departments, systems, and processes that interact with the
changes our project is considering, this early insight might shift our presumptions about costs

and risks.
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As the number of stakeholders who are actively involved in the project will increase when it is
approved and the project manager and team start working on it. The "affected but not actively
engaged" segment will be simple to overlook as the initiative gains pace and stakeholders. That
is always wrong. If ignored, these stakeholders will become challenges and maybe enemies if
they are made aware of the changes being implemented. Engaging those whose behavior may
need to change as a consequence of the project is a recent and significant trend in project
management. The project team starts early to inform these impacted persons of the impending
change and to secure their cooperation rather than assuming their cooperation upon deployment.

DISCUSSION
A Person's Risk Management Is Stakeholder Management

The more methodical we can be in locating and involving stakeholders, the more value our
project will provide. It is simple to draw comparisons between the stakeholder management
approach and risk management. Both processes start with identification, go on to prioritizing,
and finish with analysis. Strategies for maximizing opportunities and minimizing dangers are
developed via risk analysis. Stakeholder analysis results in initiatives for better communication
and timely participation of the appropriate parties. Additionally, it recognizes possible
adversaries and develops plans to lessen their influence. The project team analyzes current
stakeholders as the project moves forward and looks to find new ones, the same actions that take
place for risks. Finding stakeholders is the crucial first step that will be the subject of this
chapter. It outlines four stakeholder roles that are crucial to the majority of projects and their
normal level of involvement. The article continues with ideas for identifying other, less visible
but equally important participants.

Make the process of identifying stakeholders repeatable

Finding stakeholders might be simple or difficult depending on the situation. Instead of asking,
"Who is the customer?" or "Who is the project team?" when looking for stakeholders, try asking,
"Who will make a contribution?" and "Who will be affected by this project?" A surprising long
list will be produced by these first two questions, but it seldom ends there. Consult a list of
probable stakeholders compiled from previous projects after this first brainstorming session on
stakeholders. An example of this checklist is the Fast Foundation Stakeholder Analysis form that
is discussed at the conclusion of this chapter. It is more than simply a list of job descriptions; it is
also a list of questions that will make us think about other individuals and institutions. The form
IS meant to serve as a typical checklist that your company may use to carefully identify project
stakeholders. The questions may be changed over time or new ones can be added to make the
tool more relevant to your tasks.

Stakeholder Roles On Every Project

Roles differ from titles. Vice presidents sometimes take on the roles of client, sponsor, and
project manager. A corporation may design extremely particular jobs that fit its process when it
has a very well-established phase gate development procedure. Roles with clearly defined duties,
such Product Owner and Scrum Master, are included in agile frameworks. Although each of the
positions listed on the next few pages is essential to a project, not every company use these
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titles.Consider the contributions that each main project position brings to the project as you read
through the roles, such as funding, requirements, authority, or resources. Then, consider who on
your project makes those contributions. Make sure someone is contributing in that way so you
can identify who is assuming the job.

Stakeholder Roles: Project Manager

What benefits the project does a project manager bring? Magic, or more specifically, useable
magic. The project manager must keep all the various groups in a project moving in unison,
much as a symphony conductor guides the orchestra to bring out the wonder in the music. The
project manager is always in charge of all that has to be done, including project planning,
stakeholder identification, cost monitoring, and conflict resolution. Project managers may seem
to be magicians while juggling all the many duties, but the skills that underlie this magic are
learnable.

This description is short since the focus of the book is on the contribution project managers
contribute to projects; nonetheless, one point must be stated. The project manager must explicitly
define each stakeholder position, including their own, after they have been chosen. The project
manager should inquire as to his or her authorization. Whom do | report to? "Does this mean I'll
have less work to do elsewhere?" "What do | anticipate?" Being a project manager makes you a
significant stakeholder. Don't forget to feed your own needs!

Locate Every Project Manager

The job of project manager might be divided among many persons when projects become bigger
and span organizational boundaries. Technical lead and team leader are examples of titles that
acknowledge an effort to divide up the responsibilities of project management. That's OK, but
make sure that everyone understands their roles and duties.

Stakeholder Roles: Project Team

Who will carry out the task? The project team, working with the project manager, is the solution.
Team members are any organizations or people who provide time, expertise, and effort to the
project. Along with the employees of the organization allocated to the project, they may also
include suppliers, contractors, and even clients.

Because they are the ones the project serves, the idea of consumers as team members may be
unclear. Customers may have particular project responsibilities to do, however. For instance,
throughout the system concept and design stages of information systems projects, clients are
often engaged participants. Or, if the project calls for moving to a new office complex, the client
may be in charge of planning the training necessary to operate the new building. At the outset of
the project, during definition and planning, the team members are chosen. When the team
members have decided on their roles and responsibilities for the project, the procedure is
finished. Let's examine each stage in this procedure, starting at the beginning:

1. Tasks are dissected until various skill needs become apparent.

2. After that, the project manager and sponsor start looking for individuals and organizations
who have the required expertise.
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3. The project manager bargains for these additional team members' inclusion.
4. The project manager makes sure that everyone is aware of the plan and explains it.
5. The project charter and project plan both list the duties of each team member.

On small projects, it's often simple to identify the key participants; however, on huge projects,
it's more harder and takes considerably longer. The project team's composition is crucial to the
project's success, thus this time is wisely spent. Stakeholders in each project play crucial roles
that have a big effect on its success. The project team stands out among these stakeholders as a
crucial unit in charge of organizing, carrying out, and achieving project goals. The project team
is made up of people with the specialized knowledge, abilities, and responsibilities required for
project execution. In this introduction, the project team's stakeholder responsibilities will be
briefly discussed while their importance and contributions are highlighted. The project team is
made up of a varied set of people who work together to accomplish project objectives. Project
managers, subject matter experts, team leaders, and team members who bring a range of
viewpoints, expertise, and experiences to the table are often included in it. Each team member
contributes individually to the success of the project via their own job and set of duties.As the
team's head, the project manager is in charge of supervising every element of the project's
planning, implementation, and monitoring. They serve as a liaison between the team and other
stakeholders and enable good communication, resource allocation, and risk management. In
order to keep the project moving forward, the project manager is essential in organizing team
work, managing issues, and making important decisions. The project team's subject matter
specialists have specific knowledge and abilities pertinent to the project's goals. To guarantee the
project's success, they give their knowledge in certain fields, provide direction, and make
insightful contributions. Their technical expertise and subject-specific knowledge aid in
decision-making, problem-solving, and upholding the project's quality requirements.

The management and direction of certain sub-teams or groups within the project is the
responsibility of the team leaders. They supervise team members' work, promote teamwork, and
guarantee that each assignment is in line with the general goals of the project. In order to foster a
supportive and effective team atmosphere, team leaders are crucial in inspiring and encouraging
team members. The people who actively participate in the project's duties and deliverables are
known as team members. They have the particular knowledge and abilities needed for their given
tasks. Each team member's input is essential to the project's advancement, and their capacity for
teamwork, meeting deadlines, and producing high-quality outputs has a significant impact on
project results.

Stakeholder Roles: Management

Any project's success depends on effective collaboration with corporate management. Functional
management, sometimes referred to as line management, is referred to as management in this
context. These might be executive vice presidents, first-level supervisors, or department
managers. Functional managers are accountable for an organizational unit, such as "Engineering"
or "Internal Audit," as opposed to a particular project, with the exception of a project-oriented
organization. These are the individuals who have long-term control over the company's
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workforce and other resources. Additionally, they are engaged in establishing business rules,
which might have an influence on the project.

"Management support™ is often cited as one of the characteristics of successful initiatives. Most
project managers express aid in "getting the right people at the right time" and "timely decisions
based on the facts presented by the project team” when asked to elaborate on the kind of
management support that is most beneficial. These opinions demonstrate the benefits functional
management provides to the project team. Additionally, they may help the project manager
determine which functional managers could be project stakeholders.

Every project needs the following two things from managers:
1. Supporting: a particular executive responsible for the project's success.
2. Materials: functional managers who allocate certain personnel and assets to a project.

Each of these contributions fits into a traditional management function that is discussed in the
following sections.

Stakeholder Roles: The Customer

Any initiative that exists will have funding behind it from somewhere. Whoever pays often has
the last say in terms of the success criteria, the budget, and the product description. Although
other stakeholders could attempt to cram in new needs, the customer will have the last word
since they are the ones footing the cost. The client is the one who pays the bills, which seems
straightforward enough, but in practice, identifying the consumer is not always straightforward.
Consider a project manager who is tasked with updating every desktop computer in her
organization to the most recent version of the Microsoft operating system.

The following inquiries come up since there are several alternatives available while installing
this operating system: Who should make the selection of the installed options? Should the 335
workers who use computers make this decision? Is this group your target market? Or is the
project's financier, the company's president, the obvious choice? The project manager must
instead question, "What process should | use in determining the installation requirements, and
who should be involved in making the cost-benefit trade-off decisions?" rather than just asking,
"Who is the customer?™ in this situation. It might be challenging to identify the client on a
project precisely, as this example shows. In a large and varied client base, it might be difficult to
determine who has the right to speak on behalf of the group. Therefore, it is helpful to separate
the customer function into two main contributors in our quest for stakeholders: those who
provide needs and those who contribute financing.

Affected Stakeholders Can Contribute Importantly

The results of a project may have an impact similar to that of a stone striking water. Identifying
the individuals and groups needed to execute the project or who will assess its success requires
looking beyond the first waves. Any project manager should find the examples of possible
stakeholders below to be inspiring.
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Managers with Determination Power

Many important choices are made by the project sponsor and the client. However, they don't
decide everything. It's crucial to realize this early on in the project since waiting for a response
from a party that was not previously participating might lead the whole team to become inactive.

It might be challenging to identify the managers who will make choices. Start with the simple
examples:

1. Managers whose businesses will be impacted by the project's results.
2. Managers that represent different stakeholders, like the client.
3. The manager who oversees the project manager.

Keep in mind the reasons each of these managers will be interested in your project and the
choices they will have a say in. The person who has the power of veto is another less visible
decision-maker. Consider the case of a major company's training department that made the
decision to develop a project management curriculum as an illustration of the significance of this
assignment.

The training expert in charge of developing the curriculum suggested a succession of courses
covering everything from fundamentals like scheduling to more complex subjects like bargaining
and program management. Based on specifications obtained from businesses throughout the firm
and courses offered by reputable suppliers, it was a fairly detailed program.

However, the suggestion was not put into action. The manager in charge of selecting and
overseeing this curriculum examined the anticipated yearly enrollment for the intermediate and
advanced subjects and came to the conclusion that there was insufficient demand to justify the
overhead associated with these courses.

Because this manager was following clear, established business policy, it was difficult to
challenge the choice. The training expert drastically reduced the curriculum's breadth and did not
take into account this stakeholder or his veto authority. Who will be involved in approving this
curriculum was the issue that wasn't raised quickly enough. Who will make choices among the
managers? Who has the last say? Whose lives are indirectly impacted by these choices? When
looking for stakeholders among the management ranks, a project manager has to ask these types
of inquiries.

A project is never an island

Each activity takes place in relation to a bigger community. Compliance with certain regulations
addressing stakeholder participation may be one of a project's aftereffects. Project managers in
public-sector organizations must adhere to the regulations and rules governing public works
projects. The fact that every person who will utilize the utility, road, or other service provided by
the project makes many municipal projects particularly challenging. The initiative is also funded
by citizens. Government agencies at the federal, state, and municipal levels have rules and
regulations that apply to every aspect of our lives, and their officials routinely participate in a

variety of initiatives.
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Do you need a license? An examination? approval from the Food and Drug Administration or the
Federal Energy and Regulatory Commission? Are you taking out a loan to pay for a project?
There's a chance the bank may want more insurance than you think is required. Can other
systems interact with your computer system? An external limitation is represented by that
interface. These parties involved in your project are neither for nor against it, but each has unique
criteria that your team needs to be aware of. The list of parties who act as external restraints is
endless. Ask the following types of questions to identify these stakeholders:

1. Do any rules or regulations specifically apply to my project? If so, who is the representative
of these laws and rules?

2. Does the project need permission from external parties or organizations?

3. Who represents the interfaces between my project or product and the systems, infrastructure,
and procedures that are currently in place?

Following the project's effects further brings you to the innocent bystanders who, if you don't
grasp their stake, might turn into adversaries. Here are some further queries: Whose everyday
activities, assets, and goods or profits will you have an impact on during or as a consequence of
the project? Who will suffer as a result of your project?

Engage Affected Stakeholders

By this point, it ought to be evident that the obvious stakeholders are often just the top of the
iceberg. As shown in Figure 6.1, stakeholder identification broadens our scope of participation
by allowing us to identify people who will be crucial to the project's success or who will provide
important input. This study identifies a group of stakeholders that is especially important because
they must alter their behavior for the project to be successful. Numerous examples show that
telling these folks to change won't work; you need to actively involve them if you want their
participation. These tactics and methods are part of the field of change management, which is
extensively discussed.

Lead The Stakeholders

The significance of stakeholders, those who will evaluate the project's performance and those
who provide crucial contributions, has been underlined in this chapter. In addition to knowing
who your stakeholders are as the project manager, you also need to show leadership skills to this
varied group. Since you are the only one who really understands your project, it is up to you to
steer it in the appropriate path. Here are a few examples of how to demonstrate this leadership:

1. Decide who is allowed to participate: As was said, there are often a lot of functional
managers and customers eager to have an impact on your project. You must resist, however,
if you believe that certain individuals don't have a legitimate claim to this power. In order to
regulate who is permitted to have an impact on the project, you must utilize whatever
persuasion abilities you may have to win your sponsor's or other stakeholders' support.

2. Control upward: Many of the stakeholders, such as your sponsor, functional managers, and
some of your clients, will have official authority that is greater than yours as the project
manager. However, they need your leadership. They depend on you to pose challenging
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queries, provide logical alternatives, face them with the truth, and persuade them to take
action again and over again with your persistence and excitement.

CONCLUSION

Stakeholder management must be done well for any project or organization to succeed.
Organizations may promote collaboration and secure stakeholder support by treating
stakeholders like important partners and actively including them in decision-making processes.
Understanding the wants, requirements, and expectations of stakeholders enables the
development of personalized communication strategies that connect with them. Establishing trust
via open, regular communication improves the connection with stakeholders. Collaboration
among stakeholders makes it easier for people to share resources and ideas, which improves
project results. Organizations may overcome obstacles, resolve disputes, and foster a cooperative
atmosphere among stakeholders by using these tactics.
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ABSTRACT:

The key components of project management are setting expectations and determining success.
Project success depends on stakeholders' agreement on goals and objectives and clear
communication.Management of expectations and success definition go hand in hand with
successful project results. Project managers may maximize the possibility of attaining project
objectives, satisfying stakeholder expectations, and delivering positive results by actively
incorporating stakeholders, establishing realistic targets, and maintaining clear communication.
This chapter looks at how to define project management success and manage expectations
successfully. It focuses on how crucial it is to create reasonable expectations, include
stakeholders in the process, and continually assess and modify project objectives. Project
managers may improve stakeholder satisfaction, reduce risks, and produce effective project
results by putting these techniques into practice.
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INTRODUCTION

Each project is unique. There are various persons, different things, and various timetables
involved. Additionally, there is a chance that different stakeholders would have different
perspectives on a particular project's purpose. Making ensuring that everyone on board
comprehends the project and is in agreement on what success looks like is your responsibility as
project manager. No dictionary or reference on project management contains the phrase "project
rules." For a new project, however, it is precisely this clarification of the game's rules that
qualified managers must carry out[1], [2].

And they must be completely certain of these regulations before they can explain them to the
participants. A project manager would wonder, as they would in any new game, "Who's on my
side?" How will the score be kept? What's the prize? Experienced project managers are aware
that new projects might vary from their predecessors just as much as ice hockey does from
gymnastics [3], [4].

A problem of any new project is the need for project regulations. Every time a project starts since
each one is unique, you have to recreate the fundamental management roles and procedures.
What takes place during a firm restructuring is a near analog. The usual inquiries after a reorg
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are: Who is accountable for what? How are we going to communicate? Who has the power? The
organization will disintegrate and initiatives will fail if these issues are not addressed.

Project Rules Are The Foundation

Recall the key elements for a successful project? These included a strategy, clear objectives,
effective communication, scope control, and managerial backing[5], [6]. Three of these key
characteristics, at the very least, rely on the project rules being written with care:

1. Consensus among all stakeholders involved about the project's objectives.
2. Authority over the project's parameters.
3. Management assistance.

This chapter examines the development of project rules that take into account these three
elements. The project rules must be widely accepted before the project starts since all project
management activities flow from and are dependent upon them. The project's objectives and
criteria must be accepted by the project team, management, and client. Without these written
agreements, project restrictions and objectives might change daily. They serve as the rules that
coordinate every part of the project[7], [8]. Let's examine how our three success indicators could
change as a result of diligent project rule writing:

1. Agreement on the goals: It's not always simple to get consensus on project guidelines. This
is due to the need to hear and take into account the opinions of all interested parties. Some
people may argue that it's time to move on and "get to the real work™ since this back and forth is
taking too much time. However, this hurry would prove unsuccessful. If the project's
stakeholders can't agree on the fundamental details before work starts, there is much less
probability that they will do so after money starts to be spent. Before the pressure is increased, at
this early phase, is the time to address various presumptions and expectations. The satisfaction of
stakeholders is one of the criteria for a successful project. The project manager's responsibility is
to manage these expectations, and this responsibility starts with putting them in writing and
receiving consent. Stakeholder expectations are outlined in the project guidelines[9], [10]. The
project regulations also provide a procedure for making changes to the project in the middle of it,
if required. This change control requires that any changes to the rules be approved by the same
stakeholders who approved the original rules. The likelihood of adjustments emphasizes once
again how important it is to have everything documented before the project starts. The project
manager will be well-prepared to describe any impacts that the adjustments may have on cost,
scope, or schedule in an ongoing project once they have this information in hand.

2. Constraints on scope: Each project is an unknown when it is first begun since each one is
unique. Projects become more challenging and enjoyable due to their uniqueness, but it may also
result in significant budget and schedule overruns. We'll examine some strategies for preventing
these overruns by keeping the scope of a project precisely specified later in the chapter. In order
to keep the project team motivated and productive, the project rules must be carefully written.

3. Management assistance: Rarely does a project manager possess the power to dictate terms to
other stakeholders. This is why a senior management sponsor is essential to a project's success.
We'll talk about how to include this management assistance in the project guidelines. To make
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sure that everyone is aware of and in agreement with the project guidelines, there are two
essential papers. The project charter, the first, outlines the objectives, limitations, and
presumptions that establish the project's general direction. The second, called the responsibility
matrix, stresses stakeholder involvement and is developed simultaneously.

Stakeholders, Rules, and Project Communication

It may resemble the proverb "Which comes first, the chicken or the egg?" when combining the
lessons from the previous chapter on stakeholder identification with those from this chapter on
creating expectations. In actuality, once a project begins, a number of things are happening
simultaneously. As you read this chapter, keep in mind that finding stakeholders will probably be
necessary so you can create the project charter and duty matrix. The communication plan is a
related project management deliverable that is often created early in the life of a project. It will
outline who needs to be informed and how you'll keep them updated, according to your
expectations. Learn more about the elements of that strategy and the relevant advice for drafting
it.

Embrace Your Opportunity for Leadership

Your first chance to enter a void and give it speed and direction is during project definition. If
you're fortunate, the project was authorized on the basis of a strong business case, but it's not
unusual to start with far less. You are producing something from nothing (or almost nothing) in
numerous ways. It takes a lot of work to produce the papers covered in this chapter. This is a
leadership challenge, not a technical writing assignment. Accept the uncertainty as a chance to
prove your ability to unite people. Realize that people are depending on you to stand up and take
the lead. Choose to be the leader who can compel collaboration from a diverse range of
stakeholders.

The rules of a contract are written in a statement of work

Statement of Work, or SOW, is a word that construction companies, consulting engineers, and
any company that earns its income by completing projects are more likely to be acquainted with
than charter. The SOW is the section of a contract for project services that specifically outlines
what will be provided, when it will be done, how much it will cost, and any other aspects that
establish the project's vision. The formality of creating a contract motivates the project delivery
team and the project owner to give careful consideration to the specifics of the SOW. The
average SOW contains more information than is provided in this chapter of the charter. Consider
the following material to be a starting point since it is a requirement of the contract. If your
project starts with a Statement of Work, read this chapter keeping the SOW in mind whenever
you encounter the word charter.

DISCUSSION
Publish a Project Charter

Early in the 1970s, a television program featured Peter Graves as Jim Phelps, who would accept
a perilous, top-secret mission for his team of espionage operatives. Phelps would sometimes get
a simple manila envelope with pictures and a cassette recording on a flight, at a restaurant, or at a
newsstand. The voice on the cassette would describe the mission before concluding with the
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well-known phrase, "This tape will self-destruct in five seconds.” We were aware of the danger
they were taking since it was always made clear that Phelps and his agents were acting
independently and would not get support or recognition from the US government in the event
that they were apprehended. Every week, the dangerous, enigmatic, and consistently profitable
Mission: Impossible delivered a fresh Cold War win.

Jim Phelps is a case study in effective project management thanks to his dedicated team and
well-thought-out strategies, with one exception: the Mission: Impossible crew needed full
secrecy and anonymity. Nobody could possibly be aware of their identities or activities. The
majority of business and governmental undertakings are the exact opposite. Project managers
need appreciation more than confidentiality. A project manager's role and power are transient
since projects are distinct and ephemeral. The majority of the individuals and organizations
required for a project's success don't even realize it exists when it first starts. Without official
accreditation, the project manager behaves much like Jim Phelps mysteriously, independently,
and with far less impressive outcomes. A project charter is crucial because it makes the major
participants visible to everybody, which is why it is so significant. A project charter declares the
start of a new project. It shows that the project management team and the project are supported
by management. It is an effective tool that demonstrates the project manager's authority to take
charge of the project and make choices.

Creating Authority

Project managers depend on both lawful authority and expert authority from their positions of
temporary power. Expert authority comes from their performance on the job; the better they do it
and the more knowledge and skill they demonstrate, the more authority the other stakeholders
will accord them. An organization's authority is what is known as legitimate or official authority.
By mentioning the sponsor's lawful authority, the project charter establishes the project
manager's legal standing.

Write a Project Charter

Starting with the project charter, objectives and managing expectations are agreed upon. It
outlines the project's objectives, restrictions, and success standards in other words, the ground
rules. Typically, the project manager and sponsor work together to draft the charter. The many
stakeholders may then negotiate and modify it once it has been drafted. It becomes the ground
rules for the project once they explicitly concur on its substance.

Project Charter: Essential Information

A charter may cover a wide range of subjects, but it must have a specific kind of substance. You
may construct your own charter using the online charter form.

1. Purpose Statement

What are our plans for this project and why are we doing it? The project's aim and rationale are
concisely stated in the purpose statement. The project team can make better judgments
throughout the project by having the what and why questions answered. In fact, understanding
the purpose of the project is necessary for almost every decision on it. This goal outlines the
outcome that proves the project was worth the time, money, and effort.
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In reality, launching a project calls for several levels of why. The purpose statement does not try
to address every question. The project's mission statement and charter do not provide a
comprehensive reason. A distinct document, usually referred to as a business case, proposal, or
cost-benefit analysis, should include such information. If a project business case already exists,
include it in the charter or even replicate its summary.

Objective Statements Describe the value of the project

Aim statements like the following should be avoided: "The goal is to construct the product in
accordance with the XYZ specification document." Delivering the product that the customer
requested is the goal. Both of these statements lack an explanation of the purpose of the project,
rendering them ineffective as guidelines for making decisions. An effective purpose statement
from a project using information systems is shown here:

This project's goal is to compile information on our subsidiary's income. The finance group need
this knowledge about the subsidiary's operations during the spin-off in order to forecast the
subsidiary's future revenue. The four months starting on June 1 and ending on September 30 will
be used for this data. The data will no longer be required when the finance group has concluded
their analysis on October 31.

The necessity for data is not explicitly stated in this goal statement. The analysis document, a
different document, should include that information. The team may make additional choices
since the goal statement is so clear, such providing the least amount of system documentation.
The project team is aware that since the product's lifespan is so brief, extensive documentation
intended for future maintenance programmers won't be necessary. The quantifiable objective for
the project's outcome may also be included in the purpose. An advertising campaign's influence
on the target market, for instance, determines if it is successful. Consequently, the goal can be:

Within three months of the start of the campaign, retail sales of our product will rise by 5
percent among females in the San Francisco Bay region aged 25 to 40, and by 10 percent after a
year.

2. Scope Description

The total amount of work necessary to complete a project is its scope. One of the most prevalent
project diseases is scope creep. It entails gradually expanding work until all initial cost and
schedule projections are wholly unrealistic. The project's main activities should be succinctly
summarized in the scope description so that it will be crystal evident if more work is added later.
Even though it isn't as extensive as a project plan, the essential tasks are described in such a way
that it is apparent what the project will and won't accomplish.

Explain the Context and Development Approach

To specify a project's position within a bigger picture, use the scope description. For instance,
the life cycle of the whole product will include a project to develop a new component for an
airplane. The best place to underline how this project relates to other projects and the overall
product development effort is in the scope description. Do some of your projects use an iterative
delivery methodology while others employ a predictable, linear development approach? Make
sure it is obvious which development strategy this project will use if your projects alternate
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between them. Whichever strategy you choose to use should be evident from your description of
the project's key tasks.

Specify What Is Beyond the Project’s Scope

Make careful to be clear about what the project will not produce, especially if it is something that
may be taken for granted. Even if they may fall beyond the project's purview, certain tasks are
crucial to its effective conclusion. It goes without saying that finding subject-matter experts for
trainers is an essential component of developing and delivering training, however this step is
explicitly left out of the project by being listed as an activity that is "beyond the scope of the
project.”

Comparison between Product and Project Scope

The project scope might grow while the product scope can stay the same. If it seems unclear,
keep in mind that the features and performance requirements listed in the product design
standards make up the product scope. The whole amount of work required to complete a project
falls within its scope. For instance, an electrical contractor would be wise to make it clear who is
in charge of placing the order and delivering the supplies if the contractor bases his or her
estimate of the work on the assumption that he or she would be installing a certain sort of wire.
While accepting that obligation doesn't alter the breadth of the final result, it adds work for the
contractor, expanding the scope of the project.

3. Deliverables

What is the intended outcome of the project? a fresh offering? a new style? Will it cure a
manufacturing flaw? Inform a group of what it is expected to produce. This aids in setting the
project's parameters and concentrates the team's efforts on creating a result. Due to its emphasis
on production, the word "deliverable™ is commonly used in project management. Refer to any
applicable product descriptions when naming deliverables, such as a blueprint. Again, simply
make a reference to the product description rather than trying to include it in the charter.

Recognize that deliverables may be both interim and final. Although the majority of homeowners
don't have a plan for their homes, they do just well without one. However, no house buyer would
want their contractor to start construction without a plan. The difference is whether the
deliverable, in this example the home, is the finished result that achieves the project's goals or if
it serves as a management tool for the project or development process, like a blueprint. Here are
some other instances:

1. The final software product is an end delivery, while a paper outlining the specifications for a
new piece of software is an intermediate deliverable.

2. An advertising campaign that uses magazine advertisements and television commercials is
the end deliverable, while a description of a target market is an intermediate deliverable.

3. An intermediate deliverable is a study of a new admissions policy for emergency rooms. One
last delivery is the real revised admissions procedure for emergency rooms.
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It's crucial to remember that project management itself includes deliverables, namely those
connected to each stage of a project's life cycle. The charter may define the frequency and
audience for deliverables like status reports and change logs.

Without a Product Description, Planning

Projects are started to take advantage of chances and address issues. The charter will outline the
steps for choosing and putting a solution into place if your project begins with a problem or
opportunity but no clear solution. Of course, the problem is that you can only see so far into the
distance until the road disappears over the horizon. Here, your development strategy will be
helpful. Have you used phase gates in your development process? Then, at the first gate, your
first delivery is due. It could be a suggested course of action or perhaps a whole design. Your
first delivery may be the minimal viable product you provide to a significant client group using
an iterative methodology. You are aware that it is impossible to provide a detailed description of
the finished product in either situation. Progressive elaboration is the project management phrase
for progressively discovering or creating a distinct picture of the ultimate outcome. This place is
a trap. Stakeholders are interested in knowing the cost and completion date of this project. That's
simply how people are. Therefore, if the ultimate result is not clearly specified in the charter,
make a commitment to the next big delivery. Describe the different sorts of deliverables that will
be created over the project's duration. However, you should exercise extreme caution when
committing to the ultimate price and delivery date for a product that is still "to be determined.”

4. Cost and Schedule Estimates

Every project has a spending limit and an end date. But the guidelines should include more
information than simply a sum of money and a deadline. They need to respond to inquiries such,
"How fixed is the budget?" How was the time limit set? How late or how much over budget can
we be and yet succeed? Do we really have enough information to make accurate predictions? It
seems appropriate to ask additional questions, such as: Why is the budget set at $2.5 million?,
since cost and schedule targets must be realistic. Why must the project be completed by
December 31? These numbers must be precise and practical since one of the objectives of
developing the guidelines is to provide realistic expectations for project stakeholders. Using the
methods outlined in Part 3, "The Planning Process," is necessary for any meaningful cost or
schedule estimate.

5. Measures of Success

How will we assess the project's success and completion? What more is required to be deemed
successful if we meet the deadlines and stick to the budget while producing the deliverables?
This is a chance to specify the project's endpoint and determine how it is carried out. It may not
be sufficient to just finish the deliverables. A measure of success on a project to replace a portion
of an oil pipeline, for instance, was "No measurable oil spills,” since the pipeline was in a
sensitive environmental region. It was made clear that "Installation will not interrupt any
customer interactions at the retail stores” when a department store company upgraded its
countrywide inventory system.
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Agreement on the project is based on clear, quantifiable objectives. A project team would have
had to determine what was intended if the oil pipeline project had simply said, "The project will
be executed in an environmentally sensitive manner.” A specific criteria that would guide project
choices was "No measurable oil spills."” The project's exit criteria, sometimes referred to as client
acceptance criteria, are established by the success indicators. The possibility to specify the goal
state and customer acceptance procedure is presented by the phrase "The project shall be judged
complete when." It offers an alternative viewpoint on scope management.

6. Stakeholders

Any charter should include a list of all stakeholders, or anybody who will have an impact on the
project. List the key players, their responsibilities, and how they will contribute to the project.

7. Chain of Command

Who on this project reports to whom? This must be made explicit in the project charter. An
organizational chart is a standard tool for displaying the chain of command. As the project
crosses organizational borders, having a clear chain of command becomes more crucial. a project
organization chart where each stakeholder is accountable to only one person. It specifies who
will make choices and to whom an issue should be reported. Since clients also make decisions, it
is often helpful to incorporate the charter's reporting structure as well.

Responsibility Matrix

A project's objective, scope, deliverables, and chain of command are all addressed in a charter.
However, another agreement that explicitly outlines the obligations of each organization engaged
in a project is required. It goes by a variety of names, including responsibility assignment matrix
(RAM), RACI chart, and simply responsibility matrix. This document's significance is increasing
as businesses reinvent themselves and create partnerships and virtual businesses. Many groups
that may not ordinarily interact with one another are brought together to collaborate on projects
in these sorts of settings.

The best way to illustrate cross-organizational contact is via a responsibility matrix. For instance,
when a truck manufacturer develops a new cab type, tooling adjustments are needed for both the
supplier and the assembly line. Questions inevitably follow, including: Who will decide on the
design? Will the provider be involved in making these choices?

When should each group participate? Who is in charge of each project component? These kinds
of queries are addressed by the responsibility matrix.

Setting Up a Responsibility Matrix

A responsibility matrix lists the project's main tasks and the principal stakeholder groups. By
explicitly identifying who to contact for each task, this matrix may help prevent communication
failures across departments and organizations. Let's examine the procedures for creating a matrix
of responsibility:

1. Identify the primary project activities only the primary project activities are included on
the vertical axis; specific job allocations will be determined in the project plan. The
responsibility matrix must stress the many responsibilities needed for each activity since it
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depicts interactions across organizations. The matrix employs the same degree of information as
the scope description to illustrate the responsibilities of the numerous stakeholders participating
in the project's key activities. It might be helpful to create many responsibility matrixes with
varying degrees of information for extremely big projects. Subprojects inside the bigger project
will be defined by these matrices.

2. Compile a list of the stakeholders: Stakeholder categories are listed on the matrix's
horizontal axis. Observe how teams, rather than specific team members, may be identified in the
project plan; examples are the project team and user council. However, it is reasonable to include
individual names on the matrix anytime one person will be in charge of a substantial portion of
the project or will be making choices.

3. Code the matrix of responsibility: The codes identify each stakeholder's degree of
involvement, position of power, and area of duty. The following are the most popular codes,
however there are no restrictions on their use:

R—Responsible for carrying out. This individual or team will complete the task.

A—Approval authority (often a person). This individual is ultimately responsible for this
activity and has the last say in any choices or requests for approval of the work completed.
Include the veto-wielding parties here, such as functional managers who control the impacted
processes.

C—Requires consultation. As the activity is being carried out, this group must be consulted.
Even while the group's view matters, it is not king.

I—Must be informed. This group only wants to be informed of the choices being made.

Take note of how A, C, and | may be used to influence choices. It is extremely helpful to clearly
define these various levels of authority when there are several stakeholders who all wish to
contribute needs to the project.

4. Include the accountability matrix in the guidelines for the project. Once accepted, the matrix
becomes a part of the project guidelines, which implies that any modifications must get the
same approval as the matrix's initial approval. The benefit of using a formal change
management approach is that the project manager will always have a written record to
consult in case of disagreement.

CONCLUSION

Defining success and controlling expectations are crucial elements of effective project
management. Project managers may match stakeholders' expectations with achievable results by
outlining the project's goals and objectives explicitly. Building trust and successfully managing
expectations may be accomplished by involving stakeholders throughout the project's lifespan
and giving frequent updates on milestones and progress. Stakeholders must be included in the
definition of success process in order for their opinions and needs to be taken into account. Early
in the project, success criteria should be defined together with objectives that are specific,
quantifiable, and allow for evaluation of progress. Project objectives should be reviewed and
reevaluated often to allow for revisions and to make sure they are still relevant and reachable.
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Project managers may preserve stakeholder satisfaction and avoid misconceptions by actively
managing expectations and clearly communicating any changes or issues. Additionally, setting
expectations and defining success depend heavily on good communication. Open lines of
communication should be established, as well as ones that promote feedback and rapid resolution
of issues. The project's stakeholders may better manage expectations when there is open and
honest communication among them. Critical components of project management include setting
expectations and determining success. Project managers may successfully manage expectations,
align objectives, and produce successful project results by putting into practice tactics that
prioritize clear communication, stakeholder participation, and constant review.
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ABSTRACT:

A key component of project planning and execution is risk management, which aims to reduce
possible hazards and guarantee project success. This chapter examines methods and approaches
for successfully controlling project risks. It underlines how critical it is to recognize, evaluate,
and prioritize risks before coming up with effective mitigation plans.Organizations may adapt to
changing conditions, identify new risks, and alter mitigation techniques as necessary by
including risk management as a continuous process throughout the project lifetime. The constant
assessment and management of risks is ensured by this iterative strategy, which lowers the
probability of project interruptions and raises the overall success rate of the project. Project
managers may proactively address uncertainties, lessen the impact of threats, and raise the
possibility of accomplishing project goals by employing effective risk management strategies.

KEYWORDS: Management, Project, Project Managers, Risk Management.
INTRODUCTION

There are always unknowns in life. Risk is what project managers refer to. Think about the
following instances:

1. A Los Angeles software business is subcontracted to work on a portion of a Silicon Valley
software company's product development project. How will the San Jose project manager
ensure that the subcontractor delivers the proper product on schedule?

2. A hospital is thinking about reengineering its procedure for producing and keeping patient
information in order to save administrative expenses and speed admissions. When hospital
management don't even know what the change would include, how can they accurately
estimate the cost of the modification?

3. Lightweight composite materials are specified by a military contractor in the design for a
brand-new fighter aircraft. How can the contractor be certain that the new components will
withstand the stresses that a fighter plane faces?

The timetable, the budget, and whether the finished product will fulfill criteria are all unknowns
in these initiatives. How can we deal with this uncertainty? To maximize the possibility of
achieving project goals, uncertainty is systematically addressed via risk management. The
essential word here is methodically since a disciplined approach helps us manage and lower risks
more effectively. This chapter provides a methodology for identifying particular risks associated
with project uncertainty and creating management plans for those risks[1], [2].

The Risk Management Advantage
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The unexpected happens on every project, but some project managers are prepared for it.
Impossible? This phenomenon is explained using the project risk management terminology:

1. Known unknowns are recognized possible issues, such as the likelihood of a strike when a
labor contract ends or an abundance of rain that would cause a building project in Seattle to
be postponed during the winter. Although we can't predict precisely what will happen, we do
know it might harm our project and can make plans for it.

2. Unexpected difficulties are those that come up without warning.

These are the ones that, in all honesty, you couldn't have predicted. However, experienced
project managers do plan for them since they are aware that the unexpected always occurs. The
benefit of risk management is that the project team encounters fewer unexpected issues. The
project manager just so happens to have an umbrella on standby for any sudden thunderstorm([3],
[4]. The capacity to plan for and lessen uncertainty is amply shown in the insurance sector,
where risk management has developed into a complex science. Actuaries constantly study the
likelihoods of different catastrophes, and this study helps them in determining insurance rates.
Insurance firms not only charge us for taking risks, but they also actively work to reduce hazards
by urging their customers to behave responsibly. Nonsmokers and vehicle owners with clean
driving histories get lower premiums. When customers follow the advice, their rates are reduced
by the insurers, who even send people into businesses to educate them on how to prevent
accidents[5], [6].

Risk Management is the Basis of all Project Management

Because risk management is their main line of business, insurance firms are more adept at it than
the majority of project managers. Few project managers are aware that this is also their main
responsibility, but those that are have an advantage since they are always looking out for
potential project failure-causing uncertainty. A project manager's main responsibility is risk
management, right? Yes, that is true, particularly when seen in this light: Each and every strategy
in this book's chapters is really a risk management technique.

« Charter * Project deliverables
« Responsibility matrix » Development approach

s * Responsibilities
» Communication plan * Risk monitoring

Schedule
and budget
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the project rules
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Figure 1: Risk Management Influences the Project Plan and Changes Assumptions in the
Project Rules [scribd].

Some methods lessen the possibility of being late. Others lessen the likelihood of going over
budget. A few focus on the procedure for guaranteeing the final product satisfies specifications
and serves its purpose. Additionally, every strategy aims to boost success possibilities and raise
stakeholder satisfaction. Although managing risk may be applied to all project management
tasks, the risk management process refers to a series of deliberate actions you'll take to recognize
and control project hazards. These are the results of the risk management process, much like
project definition. Let's think about the connections between project definition, project planning,
and project control activities.Risk Management Influences is shown below in Figure 1.

Definition
As the project is defined, the business case is built, and the objectives for cost, schedule, and
product scope are created, the first risks become apparent. These hazards could at first be

presented as assumptions, but when it becomes obvious that they really pose real dangers, they
are then officially recognized as risks [7], [8].

Planning

Figure 1 depicts the two main parts of planning's function: developing the schedule and budget
and managing risks. The specific strategies needed for project management on a daily basis
include schedule and budget development. The next three chapters provide instructions on how
to create these comprehensive plans. The project manager and team's formal, deliberate efforts to
identify hazards and create risk management plans are represented by risk planning. The need of
frequent risk planning throughout the project cannot be overstated. To identify any flaws, risk
planning critically examines the project's stakeholders, environment, and deliverables. The
project team identifies risks and creates plans to mitigate them. The specific action plan will be
impacted by those tactics, and it could be necessary to alter the charter, responsibility matrix, or
communication strategy[9], [10]. Before project execution starts, risk management and thorough
planning are iterated two to four times in a symbiotic relationship. The assumptions are gradually
revealed with each iteration, improving the accuracy of the risk management plan, the detailed
schedule, and the budget.

Control

Known risks are looked for while the project is evaluated for progress, and new risks are found.
The risk planning process is repeated once non-materialized risks are deleted from the risk plan
and new risks are introduced. Updates to the charter, budget reserves, progress reports, work
breakdown structure, and the many other project management deliverables are produced as a
consequence of all of these operations.

Activities Using Agile Methods for Risk

The development of agile frameworks may be seen as a risk reaction to the danger of providing
the incorrect product because of changing or ambiguous requirements. Threats and opportunities
will be present in releases and sprints. Less real roadblocks that hold us down will result from
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integrating risk management operations into the planning and retrospective cycle, as we find in
projects that use a predictive development strategy.

DISCUSSION
Project risk vs business risk

In the early 1990s, the City of Seattle purchased a stunning new office skyscraper when the
lender defaulted on the original developers. Because so much of the building remained
unoccupied, the municipal government was able to purchase it at a steep bargain. When the
downtown office market experienced a downturn, the developers who had taken a risk by
constructing the skyscraper started to lose money. The lack of demand for office space was not
due to cost overruns in the development process.

This is an example of a project that was completed beautifully, on schedule, and under budget,
but that ultimately failed as a commercial endeavor. All business operations include some
element of risk, but managing that risk is often the owner of the project's duty rather than the
project manager's. The appropriate project to choose involves business risk. Project risk is the
management of uncertainty to achieve the goals of the stakeholders.

The Risk Management Framework
A risk management procedure that is applied repeatedly throughout the project:

1. ldentify risks: Recognize dangers. Identify all the elements that pose a danger to the
project's goals.

2. Assess and set priorities: Consider each risk's potential harm and chance of occurrence. The
majority of initiatives involve a huge array of possible dangers. The team may prioritize risks
by calculating the possible harm and the likelihood that they will materialize, directing their
attention where it will be most beneficial.

3. Develop a response: Make plans to lessen the danger of harm and/or the likelihood that it
will occur.

4. Create reserves: As well as money for the known risks, set aside extra funds for the project
that will be utilized in case certain hazards materialize.

5. Continuous risk management: Implement the techniques and keep an eye on how the
project is affected by the modifications. As they are put into practice, risk management
techniques can need to be adjusted. As new risks are discovered, recognized risks are
averted, and risk reserves are depleted, share this information with the stakeholders.

Plan for Ongoing Risk Control

If anticipating risk at the outset of a project is smart, continual risk planning throughout the
project is even wiser. Usually, while a project is being completed, additional risks both
significant and minor will surface. Only when the stages of risk management are deliberately
repeated and applied to all hazards throughout the course of the project is it successful. A
specialized risk management plan to be covered later in this chapter or the communication plan
is often used to record ongoing risk management planning, which is a component of risk control.
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Step One: Identify The Risks

A military contractor who was worried about the durability of the novel material he was
incorporating into fighter jets was the subject of one of the scenarios at the beginning of this
chapter. The first crucial step in risk management was carried out in this instance: The danger
was recognized. Project management techniques both the art and science of project management
must be well understood in order to identify risk. Asking the stakeholders, creating a list of
potential risks a risk profile, studying previous, related projects, and concentrating on the risks in
the schedule and budget are the four methods for detecting risk. Here, we examine these four
methods in-depth and provide suggestions for improving their performance.

Getting Stakeholders' Information on Risk

Ask the team members; they've undoubtedly been compiling their own lists ever since they were
given the project if you want to know what May possible go wrong on a project. Here are two
strategies for including the team in project risk identification.

1. Think-aloud sessions: It works well to identify hazards using everyone's preferred way for
coming up with ideas. Gather the project's stakeholders and any additional participants, then
adhere to these fundamental brainstorming guidelines:

a) Make a comprehensive inventory of all potential dangers. Don't attempt to assess the hazards
as they are described; instead, let the group's imagination run free.

b) After creating a list of probable hazards, combine related risks and rank them according to
likelihood and size. Risks that have a low likelihood of having an impact on the project may
be marked off.

c) Don't attempt to address every danger during the meeting. If there are simple solutions, be
sure to note them, but maintain the session's emphasis on risk identification rather than
response creation.

2. Interviews: It is necessary to use a more organized approach than brainstorming when asking
people about risk. Utilizing a risk profile and asking targeted questions will encourage the
interviewee to consider all facets of the project.

Using a Risk Profile

Applying the knowledge gained from previous initiatives is one of the finest strategies to
guarantee a project's success. A risk profile is used to do this. A risk profile is a series of
inquiries that focus on common sources of project uncertainty. These inquiries have been
compiled and improved upon from earlier, related studies. The process of developing a risk
profile is continuous; after the project's conclusion, the profile will be updated to reflect the
lessons learnt.

Good risk profiles adhere to the following fundamental rules:

1. They are sector-specific in nature. Developing a mall is not the same as developing an
information system, for instance.
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2. They are unique to each organization. Industry-specific profiles are an excellent place to
start, but addressing risks unique to a firm or department makes the profiles even stronger.

3. They handle hazards related to both management and products. Product hazards are dangers
related to using or creating new technologies. Project management concerns, such if the team
is geographically scattered, are addressed by management risk.

4. They gauge how big each danger will be. A more precise evaluation of certain risk variables
is made possible by even simple, subjective risk indicators like high, medium, or low. Over a
wide range of projects, more granular quantitative indicators provide the chance for higher
refinement and accuracy.

Independent of specific projects, a person or group creates and maintains risk profiles. The risk
profile keeper takes part in post-project evaluations to find out how well the profile performed
and to spot any new hazards that should be included. These profiles may be an effective
predictor of project success when maintained current. Their inquiries are alive with the
cumulative experience of the firm's prior initiatives. Good risk profiles may even be purchased.
They will be sold by consulting companies as a component of their project management
offerings. In its Continuous Risk Management Guidebook, the Software Engineering Institute
provides a comprehensive set of questions for assessing risk on software projects.

Historical Records

The strongest indicator of the future is still history. A project manager may look at what
transpired on comparable projects in the past in addition to the history reflected in the risk
profile. You may be able to draw on previously recorded, helpful risk-related information, such
as:

1. Records of planned and actual performance that show if the cost and schedule projections
were accurate.

2. lIssue diaries that show the unanticipated problems and detail how they were overcome.

3. Post-project evaluations that result in the project's lessons learned; while these lessons are
sometimes disregarded, they might be crucial to your project's success.

4. Records of customer satisfaction. These kinds of records are becoming more prevalent in our
service-based economy. When a prior project resulted in either raving client acclaim or
mountains of complaints, you may mine them for the mistakes or successes of your
forebears.

Step Two: Analyze and Prioritize the Risks

Not all risks endanger a project. Some of them are little more than pebbles in a pond; the ripple
they create swiftly goes away. Others, however, resemble a tsunami caused by an undersea
earthquake. Project managers need to understand the distinction between the two. To create a
suitable plan to deal with the risk, they must be able to assess the risk's severity. Three steps are
involved:

1. Describe the risk, taking into account the severity of the adverse effects.
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2. Give the danger a probability. What is the likelihood that this issue will arise?

3. Arrange the hazards by effect and likelihood. The project team is focused on the risks they
will handle thanks to this prioritized list.

Initial Risk Prioritization

These risk identification tasks, if diligently carried out, will have produced a lengthy list of
possible threats. Many of these risks, however, won't be worthwhile to manage since they'll have
low effect, low likelihood, or both. The project manager and team will be able to swiftly filter
through and winnow down the risks it doesn't pay to worry about even without doing in-depth
research of these hazards. That indicates that a list of recognized dangers that are deserving of
further investigation is the result of the risk identification procedure.

Step Three: Develop Response Plans

Up until this point, our focus has been on evaluating and quantifying the risks to a project's
success. The time has arrived to create plans for addressing these dangers. Since there are as
many methods to minimize risks as there are possible dangers, this is the challenging part. What
is the most effective technigue to lower a risk? The technique we've talked about for evaluating a
risk holds the key to the solution: Reduce the likelihood, the effect, or both. For illustration:

1. If I can get myself ready for a situation that is beyond my control, I will have less of an
influence. | always bring a first aid kit camping because of this.

2. Employing a specialist to run complicated equipment lowers the likelihood of an accident.
Additionally, since the risk is passed to the equipment owner, an accident's financial effect is
diminished.

Risk Reduction Techniques

Accepting the risk, avoiding the risk, preparing for contingencies, transferring the risk, and
minimizing the risk are the main five categories of traditional risk response tactics. Let's take a
closer look at each of them.

1. Recognize the Risk

When you opt to take no action while knowing the risk's potential repercussions and likelihood,
you are said to have accepted the risk. The project team will take action if the danger
materializes. When the chances of an issue occurring or its effects are low, this is a frequent
tactic. This tactic has reasonable as long as the repercussions are less expensive than the remedy.

2. Reduce Risk

A risk may be avoided by opting not to complete a portion of the project or by selecting a less
risky (more foreseeable) method of achieving project goals. This project's deletion of a portion
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might have an impact on the business risk in addition to the project itself. Because a scaled-down
product can offer lesser income or cost-saving prospects, altering the project's scope might also
alter the business case. A common financial term is risk/return: if you want a high return on an
investment, you'll likely need to take on greater risk. Low risk, low reward might result from
avoiding hazards in projects.

3. Preparedness Measures

Monitor the risk and be prepared with a backup plan if you can't change the likelihood but can at
least lessen the effect. Select a predictive indicator to keep an eye on as the project gets closer to
the danger point to monitor a risk. For instance, establish periodic status update points early in
the project and check on the progress of the subcontractor if you are worried about their
performance. Being a member of the test team is the risk management approach.

Step Four: Establish Contingency and Reserve

The idea of having a rainy-day fund is not new. We regularly save money, generally a little sum,
in a bank account or sugar bowl that is designated for a rainy day when things don't go as
planned. We have the money set aside in case the refrigerator breaks down, the car's transmission
has to be replaced, or another unforeseen illness occurs. Others claim it is merely common sense
something any reasonable person would do. Some see it as being cautious. These are known as
contingency funds and reserve funds in project risk management terminology, and creating these
accounts is entirely the project manager's and sponsor's responsibility.

We have determined that the hazards included in our risk register are known unknowns, meaning
that we are aware of them but are unable to foresee their exact outcome. We have a number of
tactics at our disposal to address these risks, some of which demand for developing a
contingency plan a strategy we will put into action if the risk materializes. Since it is statistically
improbable that every contingency plan would be carried out, it seems logical that they must be
paid in advance, but it is unclear how much money should be put aside. You may use the
following four stages to create an acceptable contingency budget:

1. List all of the dangers in the risk register. Your goal is to keep an eye on the risk and create a
backup plan.

2. Calculate the extra cost of carrying out the contingency plan for each of these risks. If you
add up the price of all the backup plans, that is how much money you would put aside if the
chance of each risk was 100%. However, as no risk has a 100% chance of happening, you
must calculate the anticipated value of each contingency by dividing the cost of the plan by
the likelihood that the danger will really happen expected value of contingency = cost of
contingency probability of risk occurrence.

3. For each of these risks, add up the estimated value of the contingency.

1. That will result in a figure that senior management will find impossible to swallow since
they could never have imagined that so many things might go wrong on a project. The
negotiations commence at this point.
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4. In this negotiation, there is no good man or bad guy. If you set aside too much money, you
will be preventing other worthwhile initiatives from receiving funding from which the
company may gain. If you don't set aside enough money, you won't be able to respond when
foreseeable hazards occur. To prepare for the recognized dangers, all participants to this
discussion should have the same objective in mind. Forecasting the future is a task that all
parties must overcome.

Step Five: Continuous Risk Management

The continuous risk management actions are what lead to outcomes, no matter how exacting,
comprehensive, and meticulous the original risk planning processes were. The best data we have
at the time the project starts forms the basis of our risk management strategy. New information
becomes available while the project is carried out, some of it positive and some of it not. We are
interested in how it impacts our current recognized risks and if any new hazards develop from a
risk management standpoint. Schedule the following tasks on a regular basis to stay ahead of
risks:

1. Utilize a risk register to track known dangers. Before each project status meeting, each risk in
the risk register may be updated to reflect the most current information, even if it just means
"no change."

2. At regular status meetings, look out for new hazards. Although this activity won't be as
detailed as the first risk identification activities were, the initiative fosters a culture of risk
awareness by constantly soliciting new hazards. Team members will be aware of where and
when to report risks if they do detect them.

3. Repeat the primary risk identification tasks at the project’s predetermined milestones. These
might occur periodically, as every six to nine weeks, or they can occur at the start of a new
phase. The important thing is that they be organized in advance and carried out; otherwise, it
is unlikely that risks would be identified. If the project team members are reluctant to repeat
these tasks throughout the project, keep in mind that investing in risk identification is the
"ounce of prevention."

4. When new hazards are found, create reaction strategies and determine if there is enough
management or contingency reserve.

5. A few hazards don't come to pass. Retire them from the risk register when that occurs, but be
sure to note why they didn't come to pass was it good fortune or prudent risk management?

In its simplest form, continuous risk management is the repetition of the main risk management
procedures across the course of the project. We consistently identify dangers and eliminate them
before they become issues via persistent attention.

CONCLUSION

Project management includes risk management, which helps businesses to recognize, evaluate,
and deal with possible risks to the success of their projects. Project managers may allocate
resources efficiently, create mitigation plans, and lessen the impact of uncertainty by
methodically identifying and prioritizing risks. Project failure is less likely when risks are
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identified and understood, allowing for proactive decision-making and backup plans. Engaging
stakeholders, promoting open communication, and actively integrating team members in the risk
assessment and mitigation process are all essential components of effective risk management.
This cooperative method guarantees that all pertinent viewpoints are taken into account and
fosters a common awareness of possible risks. Early stakeholder involvement allows project
managers to benefit from their knowledge, win their support, and strive toward risk
reduction.Risk avoidance, risk transfer, risk reduction, and risk acceptance are a few examples of
mitigation measures that should be adapted to the individual project environment and recognized
hazards. Project managers may keep ahead of possible problems by putting proactive measures
in place, such as routine monitoring, prompt risk response, and contingency planning. Project
managers may reduce uncertainty, improve project resilience, and increase the likelihood of
accomplishing project goals by using a systematic approach to risk assessment, prioritizing, and
mitigation. Practices for proactive risk management encourage a proactive and adaptable project
environment, allowing businesses to successfully traverse hurdles and produce desired results.
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ABSTRACT:

A breakdown structure is a key project management technique that aids in organizing and
breaking down big projects into more manageable parts. This chapter discusses the idea of a
breakdown structure and how crucial it is for managing projects. It talks about the several kinds
of breakdown structures that are often used, such the organizational breakdown structure (OBS)
and the work breakdown structure (WBS), and how they help projects succeed. A breakdown
structure promotes efficient planning, resource allocation, and monitoring of project progress by
dividing projects into smaller, more manageable components. The importance of a well-defined
breakdown structure in attaining project goals and producing good results is emphasized in this
study.The project is divided into manageable work packages by the work breakdown structure
(WBS), which enables project managers to assign resources, establish deadlines, and monitor
the accomplishment of certain tasks. A visual depiction of the project's scope is provided by this
hierarchical structure, facilitating efficient project planning, coordination, and control.

KEYWORDS: Breakdown Structure, Project, Project Management, Work Breakdown.

INTRODUCTION

It may not need much preparation if you drive to a town that is less than 100 miles away. Get in
the vehicle, check the fuel level, and drive away. However, if you were planning to go by car
from the Florida Keys to Anchorage, Alaska, you would likely take some time to study maps and
plan your route. You would fragment the lengthy journey in some way. Perhaps you would use
state borders or other geographical boundaries for this. Or you may plan it based on the potential
daily distance. But regardless of your strategy, breaking down a journey this huge is the only
way to correctly plan it[1], [2].

For projects, the same holds true. At a high level, you could have a good enough grasp of a
project to balance the cost-schedule-scope equilibrium, but you also need to be able to
deconstruct it to comprehend the total project by comprehending its constituent elements. The
technique for disassembling a project into its constituent elements is the work breakdown
structure (WBS). It is the cornerstone of project planning and one of the most significant project
management approaches. It might end up being the key to effective project management if done
well. The WBS is perhaps the most effective method in this book [3], [4].
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The Work Breakdown Structure is Defined

All of the tasks in a project are listed in the work breakdown structure, which is also known as a
task list. It divides the job, which was formerly a single, complicated, possibly perplexing effort,
into several smaller, more manageable ones. The WBS establishes the activities that serve as the
cornerstone for all future planning by using the outputs from project definition and risk
management [5], [6]. Both graphic and outline formats may be used to create work breakdown
systems. They detail the numerous duties involved in each case. For instance, planning and
installing a new grass with a sprinkler system and a fence requires a variety of jobs. The outlined
WBS is more useful since it allows you to list hundreds of activities, many more than can be
stated using the graphic method. The graphic WBS produces a picture that makes it easier to
grasp all the components of a project. Several project management actions benefit from the
WABS's clarification and provision of relevant information. Creating a WBS facilitates:

1. Give a thorough explanation of the project's scope. Even if the charter provides a conceptual
definition of scope, a WBS is the only tool that can provide a thorough analysis of a project's
scope.

2. Follow developments. Since each job on the WBS is a quantifiable unit of labor, they serve
as the foundation for tracking progress.

3. Produce precise cost and schedule projections. Each task's equipment, labor, and material
expenses will be specified in the WBS.

4. Create project teams. Each team member wants to know exactly what their responsibilities
are and how their work fits into the bigger picture. Good WBSs combine the two. By
including the team in the WBS's creation, you may strengthen their commitment to the
strategy.

Understanding the WBS

The WBS separates all of the project's work into discrete tasks (also known as activities). A
WBS has two different types of tasks: work packages and summary tasks. For a lawn, "install
sprinkler system™ is a summary job since it encompasses a number of subsidiary chores. A
sprinkler system installation may include multiple of these different, ancillary operations, such as
trenching or pipe installation. A work package is the term used to describe each of these distinct
jobs. You complete a summary job by completing each of these straightforward work packages.

DISCUSSION
The WBS on an Agile Project

We distinguished between iterative, incremental, and predictive development strategies. For
iterative development, when the project scope is gradually expanded, agile approaches have been
created. The work breakdown structure is undoubtedly well-suited to a predictive, or waterfall,
development strategy where the scope is established prior to the start of the job. In an agile
methodology like Scrum, a product backlogthe prioritized list of features that the client has
recently requested is the similar idea. However, there is a significant distinction between a WBS
and a product backlog, thus the two are not interchangeable. However, both indicate the product
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and project scope[7], [8]. The WBS may be used by hybrid development methodologies to
display the large picture. Phases like the preliminary architectural design will manifest similarly
to a predictive method. The project won't be split down too much into its iterative delivery-based
components.

Building a Work Breakdown Structure

Everyone on the team can easily grasp their position thanks to a proper WBS, and it also makes
managing the project much simpler. But don't be deceived; creating an effective WBS isn't
always simple. An effective WBS may be created using three stages as a guidance [9], [10].

WABS Step One: Begin at the Top

A WBS identifies all the activities necessary to produce the deliverables specified in the project
charter and breaks down the project into decreasing degrees of complexity. The primary
deliverables or the high-level tasks from the scope statement may be included on the first layer to
start the breakdown process. Tier one includes the design, grass, and fence, which are the three
main deliverables. Even though the landscape design is not an end product like the grass and
fence, it is nonetheless recognized as a key deliverable. Both end and intermediate deliverables
may be included in the charter. The WBS lists every deliverable from the charter.

The high-level activities listed in the scope description may also be used as tier-one tasks as an
alternative starting point. The WBS is basically a thorough illustration of the project's procedures
since it includes all project tasks. In order to depict the main stages or phases of a development
life cycle, tier one might be put up as a perspective of these activities. However, layer one still
displays a deliverable for each step even when utilizing this strategy. Your WBS will be
connected to the charter in any case.

Introduction to the WBS

Starting a work breakdown structure might sometimes be the most difficult step. The WBS
contains so much information that it may seem daunting. Reviewing the work you did during
project definition and risk management is a smart place to start.

WBS Step Two: Name All the Tasks Required to Produce Deliverables

A task name identifies an action that results in a finished good. If a WBS for a landscaping
project, for instance, specifies "lawn" or "shrubs,” you will need to add verbs to each job name
so that "lawn™ becomes "put in lawn,” "shrubs™ becomes “plant shrubs,” and so on. The next
stage is to separate each activity into the more specific, lower-level tasks needed to complete the
product. It seems simple, doesn't it? Be not fooled. Due to the WBS's precise definition of the
product's construction process, breaking it down might be the most challenging phase in the
planning process. For instance, a high-level assignment could appear simple to comprehend, but
after breaking it down, the project manager might discover that they are unable to identify all the
specific activities needed to do it. It's time to start include additional team members with a
variety of talents in the planning process at this stage. In reality, it makes sense to assign each job
to a subject-matter expert who would subsequently break it down into work packages when
designing a big, interdisciplinary project. A small team should first develop the top two tiers of
the WBS. When these specialists are finished, the core team may assemble them to create the
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whole WBS. In addition to producing more precisely described job breakdowns, this kind of
participatory planning may also foster greater levels of project commitment.

Creating a WBS may be particularly challenging if the project involves exploring new territory.
Here's an illustration: Tom, a human resources manager for a business with roughly 10,000
employees, was in charge of a project to develop a new method for predicting the company's
labor needs over a three-year period. He rapidly found that he was unsure of the steps to take in
establishing the new process when he started to put together his WBS. Tom and his team had to
spend time coming up with a fresh plan since there wasn't a precedence for this sort of project in
his organization. The high-level managers who would utilize the system to predict their people
requirements were the project's clients, and they were shown the finished plan. The management
team gave their approval to the plan, but in this instance they were also giving their approval to
the new strategy that Tom and his team had developed. They were also embracing their duties as
specified in the plan since a large portion of it described how this management group would take
part in creating the new system. "We spent at least two weeks planning this project, and the
majority of that time was spent on the WBS," Tom said after his team had finished their plan.
That went on for approximately two weeks longer than I had anticipated. But I can see that we
really saved a ton of time by taking the effort to develop a thorough plan. Imagine how many
dead ends we would have gone down without this strategy if it took us two weeks to find out
how to manage this assignment.

WBS Step Three: How to Organize the WBS

It is feasible to rearrange the job packages after they have all been recognized. The overall
project will stay the same even if the work packages are organized differently in this scenario if
you put them under several summary task headers, for instance. The exact same job packages are
divided up into several summary tasks. Different work package structures may highlight various
project elements. For instance, one arrangement of work packages may emphasize the many
parts of a new product, whilst another would focus on the key stages of the product's delivery.
This type of distinction occurs when the first WBS offers top-level view on the two key parts of
the widget. The second WBS, in contrast, offers high-level visibility on the key stages of the new
release. Because the emphasis of either arrangement may speak to the interests of certain
stakeholders, both may be helpful for communicating with the different parties participating in
the project.

Criteria For a Successful Work Breakdown Structure

People often believe that a good WBS is simple to create because it is simple to read. This is
untrue, however, since a significant number of erroneous and subpar job breakdown structures
are created each. However, you may be certain that your WBS will be helpful in planning,
communicating, and monitoring your project provided it satisfies the following assessment
criteria. Three requirements for a successful WBS are as follows:

1. The WBS has to be broken down from top to bottom. This breakdown occurs top down. You
must ensure that the work packages you create are divisions of the summary tasks. The
evaluation is easy: Asking "Is this task a subset of the task above it?" as you go up the
hierarchy from any work package at the beginning.
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This guideline enables you to:

a) Make use of customary project management tools. If you use the program in any other
manner, it will just provide you with rubbish at the summary level.

b) Provide pertinent project data at the level of the summary task. For instance, the costs of all
subordinate jobs are simply added up to get the prices for summary tasks. This allows you to
keep track of the project at the work package level while still utilizing the summary tasks to
provide your sponsor with more useful information about the project's progress.

2. The aggregate of the work items must equal the summary job. Not include important tasks in
your plan is one of the most annoying planning errors. By being particularly cautious while
adding up the results of all the work packages underneath any summary job, you may prevent
this issue. Together, these supporting tasks need to result in the outcome specified by the
summary job.

3. A product-producing activity must be identified for each summary task and work package.
This entails naming each task in a way that is descriptive and has both a powerful verb (the
action) and a powerful noun (the result). The work becomes unclear without them. Two
examples will do:

a) Open-ended assignments. We all understand what "perform analysis" or "do research™ mean,
but because no tangible result is created, these tasks are endlessly repeatable. Tasks with
titles like "Define hardware requirements,” "Write a problem statement,” or "List candidate
vendors™ are better since they reflect the outcomes of the study or investigation. The work
and the team have a defined goal since they are focused on generating a product, which
makes it simpler to estimate and monitor the task.

b) Activities with no set finish. This year, "database™ will be a job in hundreds of projects, but
what action is necessary?

From design to load to test, there are numerous potential causes. That's the problem—it's not
apparent what this work entails. Add an action to the job to clarify it, such as "Test the database."

Package of Work Size

The biggest issue with projects that go far over budget is that the work packages are so big that
they may spiral out of control. It is not a task; it is a subproject if a job is anticipated to take 8
months and 3,800 labor hours (i.e., three individuals working full-time on the task)! This is the
type of assignment that goes exactly according to plan for seven months before hitting a tough
patch in the eighth month and taking twelve. This work has become unmanageable due to its
scale. The issue would increase significantly if the whole project were designed in the same way.
Use these general guidelines to make sure the work packages are the right size.

1. The 8/80 principle. There should be no work that requires less than 8 labor hours or more
than 80. This means that you should limit the length of your work packages to 1 to 10 days.
Clearly, this is a recommendation rather than a firm rule.

2. The rule of the reporting period. The maximum length of a job is the distance between two
status points. In other words, no work should last more than one week if you have weekly
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status meetings. The benefit of this rule is that you won't have to hear about task statuses that
are 25, 40, or 68 percent complete when it's time to report schedule status. Tasks will be
reported as either complete (100 percent), begun (50 percent), or not started (0%), depending
on whether you adhered to a weekly reporting criteria. For two consecutive status meetings,
no job should be at 50% completion.

The "if it's useful” principle. There are three reasons to further divide down jobs when you
decide whether to do so:

It's simpler to estimate the work. Smaller activities often have less uncertainty, resulting in
estimates that are more precise.

It's simpler to delegate the assignment. Large tasks with a large number of participants lose
responsibility. It may be easier to determine who is accountable if the work is broken down.
Another advantage is that you may have more freedom in arranging the work and the
resource if you allocate smaller projects to fewer employees.

It's simpler to monitor the work. The reasoning for the reporting period requirement still
holds true. You will have more accurate progress reports since fewer jobs provide more
observable status points. Don't split a job down if doing so isn't helpful, i.e., if doing so won't
make it simpler to estimate, allocate, or track.

Criteria for Completion

The following two crucial issues regarding each work package are addressed by the completion
criteria: What does it imply to have finished this task? How can we be sure it was done
properly? Early on in the development life cycle is the best time to ask these questions. However,
they may be the undertakings with the most elusive outcomes. How are a problem statement or
business case tested? Although it may not be simple, it is crucial. The project manager and team
must look to the best practices in their sector when determining completion criteria. Here are
some examples of completion standards:

1.

Peer reviews: When there is nothing concrete to test in the early stages of a product
development life cycle, they are typical in many industries. The idea behind peer reviews,
often called walkthroughs, is that having three to six different perspectives is preferable than
having just one. Even while passing the review does not ensure that the final product will be
flawless, experience has shown that putting jobs to peer reviews produces noticeably better
outcomes early in the development life cycle, which results in more efficient work later on.

Checklists: For instance, procedures for assessing new drawings have been devised by the
engineering department of an aircraft corporation. A lead engineer will use the checklist to
assess another engineer's drawing. The checklists encompass the standard tests each design
must pass. In this instance, "passing the checklist" is a requirement for a drawing's
completion.

Systematic testing: Almost often, tests need to be performed later on in a product's life
cycle. Manufacturers of airplanes, for instance, have huge test facilities where they can
replicate the pressures that an aircraft faces while flying. Completion requirements may be
outlined as passing stringent, systematic testing.
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Completion criteria enhance both quality and our comprehension of each work, leading to more
precise estimates and greater success rates.

Breaking down Large Programs

A program manager in charge of a billion-dollar contract won't start breaking the program into
one-week chunks right away. The contract will be divided up into projects, each of which will be
further divided up into smaller projects. The task will eventually be divided into smaller work
packages that will each take between 8 and 80 hours to complete. This top-down approach to a
project inside a project within a program is the foundation for this endeavor.

Various WBS Guidelines

Summary task and work package are concepts that were introduced in this chapter and are often
utilized. The technique of identifying all tasks using powerful words and verbs is similar. But
you'll also discover various principles given the huge diversity of project sizes and kinds.
Observe the following two:

1. The WBS that is deliverable-focused. This school solely utilizes nouns to describe each
element of the WBS, as opposed to verbs. The WBS clearly depicts the elements of the final
delivery, and in this program, it also serves as a representation of the organizational structure.
Defense contractors and the Project Management Institute are supporters of this strategy.

2. Work packages as groupings of activities or as subprojects. When a project costs $50 million,
$500 million, or $5 billion, it might be quite beneficial to break it up into much larger
portions that will take much longer than 80 hours to complete! A work package on these
projects may cost up to $100,000. In this situation, all of the WBS recommendations in this
chapter may be used to breakdown the work package itself.

CONCLUSION

A breakdown structure is a crucial tool that makes challenging tasks easier to handle and raises
project success rates. A breakdown structure offers a clear and organized framework for project
management by dividing a project into smaller components, such as tasks, activities, or
organizational units. The work breakdown structure (WBS) and organizational breakdown
structure (OBS), two popular forms of breakdown structures, provide efficient planning, resource
allocation, and project progress monitoring. The organizational breakdown structure (OBS)
focuses on segmenting the project according to the organizational units in charge of certain
duties or deliverables. It facilitates effective communication and teamwork by identifying roles,
responsibilities, and reporting lines within the project. By giving clarity, assuring thorough
coverage of project components, and lowering the complexity involved with big projects, a well-
defined breakdown structure makes it easier to manage projects. It improves the project team's
capacity to recognize possible hazards, handle dependencies, and efficiently allocate resources.
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ABSTRACT:

A key component of project management is realistic scheduling, which entails setting realistic
deadlines and efficiently assigning resources. The importance of realistic scheduling in project
planning and execution is examined in this chapter. Effective resource management prevents
bottlenecks and delays by ensuring that the required employees, equipment, and materials are
available when needed. Additionally, doing a comprehensive risk assessment allows proactive
planning to reduce risks and helps identify possible obstacles. It looks at the essential elements
of realistic scheduling, such as precise job estimate, resource accessibility, and risk assessment.
Organizations may increase project performance, raise stakeholder satisfaction, and reduce
possible delays and interruptions by putting realistic scheduling standards in place.
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INTRODUCTION

When individuals are asked what factors contribute to a project's success, "a realistic schedule”
often comes up on top. However, when you press them for further details, some traits of a
realistic plan become apparent[1], [2].

A Reasonable Timetable:

1. Contains a thorough understanding of the job to be done.

2. Has task sequences that are well arranged.

3. Takes into account outside restrictions that are beyond of the team's control.
4

Can be completed on schedule if sufficient resources, including competent labor, are
available.

Finally, a realistic timeline takes into account all of the project's goals. For instance, a timetable
could be ideal for the project team, but if it significantly misses the customer's deadline, it's
obvious that the whole project has to be reevaluated. A thorough, step-by-step procedure must be
followed in order to create a project plan that has all the required components and strikes a
realistic balance between cost, schedule, and scope. The next five planning phases are explained
in this chapter. Each phase of the planning process builds on the one before it and adds a new
component to the overall strategy [3], [4].
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A Significant Leadership Chance

After you have mastered the strategies in this chapter, creating a workable timetable may seem as
simple as algebra. Prior to employing this bottom-up, step-by-step scheduling method, the
business case and charter were used to assign the calendar milestones as a response to external
deadlines or using high-level forecasts. In other words, it's possible that your timetable
milestones are both inaccurate and too optimistic.

Two significant leadership possibilities arise from the planning process:

1. A great deal of specific information is needed to build a precise strategy. A disciplined
procedure will help your team as they estimate tasks and establish resource assumptions. In fact,
a team could get bogged down by the intricacies in the absence of a systematic procedure. Keep
the team focused on one planning phase at a time by using the procedure described in these two
chapters [5], [6].

2. This bottom-up approach may provide results that vary from the initial timetable milestones in
your business case and charter. This strategy is supported by careful reasoning, math, and
assumptions. Have faith in your team and your planning process, and be sure to communicate the
outcomes of your sessions to your most influential stakeholders, such as your sponsor and
customer. A traditional project management difficulty is facilitating a discussion of trade-offs
with your stakeholders that leads to a reasonable cost-schedule-scope equilibrium that is closely
related to the project's desired value. When done correctly, it serves as a powerful example of
your leadership[7], [8].

A Overview of Planning

Here is a concise summary of the procedures involved in project planning. The first two steps
might be regarded as preplanning activities since they provide the foundation for planning. The
last five phases create the specific strategy.

Preplanning Activities

1. Write a definition for the project. The project charter, which outlines the project's goals,
objectives, and deliverables as well as the team's duties, is created by the project manager
and the project team.

2. Create a risk management plan. The project team assesses the potential roadblocks and
develops a plan to balance budget, time, and scope.

Preparation Steps

1. Create a work breakdown framework, first. The group determines every job needed to create
the desired deliverables. The project's limits are defined in part by the scope description and
goal.

2. Define the connections between tasks. Work packages, which are the specific tasks, are
organized in the right order.
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3. Calculate work-package costs. There is an estimate created for each of these specific
activities that includes the time required, the quantity of manpower and equipment required,
and other details.

4. Determine the first schedule. The team determines the overall time of the project after
calculating the length of each work package and taking into account the order of tasks.

5. Distribute and grade materials. In order to take resource limitations into consideration, the
team modifies the timetable. Rescheduled tasks maximize the usage of personnel and
resources on the project.

These actions provide all the data needed to comprehend how a project will be carried out.
Despite being methodical, the steps don't always lead to the "correct answer.” Finding the ideal
balance between cost, schedule, and scope may require repeating these processes many times.
Let's look at the problem of determining the best cost-schedule-scope equilibrium for a project.
Making a work breakdown structure is the first step, which was discussed in the previous
chapter. Step Two, which entails determining the connections between the various activities, is
where we begin.

Planning Step Two: Identify Task Relationships

The link between the tasks determines the order in which specific tasks work packages are
completed. Take a look at the next five jobs from the previously outlined landscaping project to
demonstrate this concept. These work items are a part of that project:

1. Acquire lawn materials
2. Remove debris

3. Prepare soil

4. Plant lawn seed

5. Plant shrubs

The question: What is the right sequence? Emerges when the homeowner and the adolescent
children who will be working on this project consider these chores. There will always be
sequence limitations when a succession of jobs is carried out, meaning that some tasks must be
finished before others. The connections among various tasks determine sequence restrictions. For
instance, before to planting the grass seed, rocks, weeds, and other waste must be taken out[9],
[10].

The seed would be lost if these chores were done in the opposite sequence since the weeds would
be removed first. The most typical method for displaying task dependencies is a predecessor
table. In fact, this is precisely how the connections are recorded in the majority of project
management programs. Either one may be completed first, or if there are enough individuals,
both can be finished simultaneously. Concurrent jobs are those that may be carried out
simultaneously.

When using a network diagram to graph task interactions, there are just two fundamental
principles to remember:

TRANS Asian Research Journals

http://www.tarj.in 103



TAIMMR

AJMMR: Trans Asian Journal of Marketing & Management Research
ISSN: 2279-0667 Vol 11, Issue 1, January 2022, Special Issue Impact Factor: SJIF 2021 = 7.263
A peer reviewed journal

1. Only specify task connections inside work packages. Keep the sequence restrictions at the
work package level, even if a project may contain hundreds of work packages and several
levels of summary tasks. Remember that summary tasks are merely collections of work
packages, thus it would be absurd to establish a task link between a summary task and the
work package that contains it. The lone exception to this rule is that networks may be made
to depict project connections at the summary level on rare occasions on extremely big
projects.

2. Resource restrictions should not be reflected in task connections; only the sequence
constraints between work packages should be. The most frequent mistake made while
creating network diagrams is changing one due of resource limitations. It doesn't matter in
this case if there aren't enough personnel or other resources to work on many jobs at once.
The tasks must be completed in the same sequence regardless of resources.

Milestones Are Useful Markers

Many project managers find it helpful to highlight crucial moments in a project's life while
building up the timeline of events. Work breakdown structures and network diagrams often
employ these milestones. Since milestones have no length, adding them to a project has no
impact on its timetable. Use milestones for the following three excellent reasons:

1. Project start and conclusion dates serve as helpful network anchors. The project is
unaffected by the milestones, however many individuals feel that the network diagram is
simpler to comprehend as a result.

2. Milestones may be used to indicate contributions from different parties. Many projects
have external dependencies, meaning they rely on inputs from certain outside sources. An
environmental impact study for an electric utility, for instance, could be published by a
government body on a certain day. That publication date may be used as a milestone for a
project inside that electric utility.

3. Significant occurrences that are not already captured by a work package or summary task
might be expressed by a milestone. For instance, milestones might be used to display
payment points if a company gets progress payments depending on work completed.

While milestones are valuable for highlighting significant advancements, the thorough work
packages continue to be the true indications of success. Every work package contains specified
completion requirements and a measurable outcome, which serves as the most accurate measure
of progress.

Planning Step Three: Estimate Work Packages

Building a cost and schedule estimate for each work package is required to establish the total
cost and duration of a project; this process is known as bottom-up estimating. Since the process
of estimating generates a lot of data, it is crucial to systematically record it. The time from start
to finish is tracked in the task's schedule estimate. Typically, this estimate is referred to as the
task’s duration. It's crucial to account for the whole amount of time that the work will take when
creating a timetable estimate.
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For instance, ordering the supplies could just take a day, but if it takes 10 days to get them, the
work would take 11 days overall. Similar to the previous example, even if a particular choice
may only take 2 hours to make, it could be more accurate to estimate the time needed at 5 days if
the decision-maker is anticipated to be busy throughout that period.

Four sources provide cost estimates:

1. Labor projections: These forecast how much labor will be required to complete a job. The
estimated labor time will be 72 hours if three workers each work eight hours each day for three
days. The labor involved in tiny job packages is calculated in hours. (At the project level, labor is
sometimes stated in years since it might be a significant cost.) You must also note the necessary
expertise in addition to the labor estimate. For instance, a job can expressly call for an electrician
to work for 3 days, 8 hours each day. List each skill type if it is necessary to have more than one.

2. Equipment projections: The work package level needs to determine the equipment
requirements. These projections then serve as the foundation for determining the project's overall
equipment cost.

The term "equipment” in this context refers to the instruments required to do the operation, such
as cranes and specialized software. Do not bother to mention typical instruments like hammers,
copy machines, or word processors. Equipment utilization should also be measured in hours, just
like labor.

3. Material budgets: The cost of the project's materials may be a significant factor or almost
nonexistent. While raw materials may account for a significant amount of the entire cost of a
construction project, there are no raw materials involved in the implementation of new hiring
standards. In contrast to information system projects that install commercial off-the-shelf
(COTYS) software, software development projects do not need the use of raw materials. Despite
the fact that materials prices might account for a significant amount of the project's expenses, the
overall cost of materials should be evaluated using the product specifications rather than the
work breakdown structure, which estimates costs from the bottom up. Including supplies in the
work package estimate helps in determining the precise dates that each of the items will be
required; order and delivery dates will then be determined by these schedule requirements.

4. Offers at a certain cost: The three previous cost sources may be swapped out for fixed-
estimate costs. For instance, a vendor or subcontractor may submit a fixed-price proposal that
covers labor, tools, and supplies. With fixed-price bids, the vendor is responsible for costs; in the
event of overruns, the project's cost will not vary. Is it really vital to focus on expenses while
attempting to create a realistic schedule? It is because every expense denotes a resource
limitation. The timeline will be constrained by expenses like recruiting subcontractors and
buying supplies. The schedule will later be modified to take these resource limitations into
account (this is the fifth phase of planning), but first we must define all of the resource needs,
one work package at a time.

DISCUSSION

TRANS Asian Research Journals

http://www.tarj.in 105



TAIMMR

AJMMR: Trans Asian Journal of Marketing & Management Research
ISSN: 2279-0667 Vol 11, Issue 1, January 2022, Special Issue Impact Factor: SJIF 2021 = 7.263
A peer reviewed journal

Amount of Labor Relates to Duration

The number of persons allocated to a work often determines how long it takes to complete. The
quantity of labor that is readily accessible is often taken into account when estimating the length
of a job. For example, when a training manager added one extra technician to a task requiring a
software update, this increase and extended working hours reduced the assignment's duration
from five days to two. An example of how adding more workers might shorten the time it takes
to complete a job is provided in the work package estimates for the home landscaping project.
The homeowner and the three family teens who were part of the project team agreed that
endeavor 10, "Remove debris,” would be a time-consuming and unpleasant endeavor if they
attempted to complete it alone. So they enlisted some of the local youth group's members to
assist them for a few days. The job can be finished in four days with eight persons working on it.

Productivity Relates to Duration

You must take their productivity into account when determining the number of workers required
for a job. Simple jobs are always completed faster when more individuals are involved. When
the total work hours do not vary when the number of persons allocated to the job changes,
productivity is said to remain constant. But when it comes to jobs requiring knowledge workers,
increasing the number of employees does not necessarily lead to higher productivity and shorter
task durations. For instance, if two engineers are working on a challenging issue, adding three
more might actually slow down the process and result in little to no improvement in the final
product's quality. When a consequence, productivity suffers noticeably when labor costs rise
while maintaining the same level of output. When gauging productivity, it's also important to
keep in mind that those who focus exclusively on one task tend to be more successful than those
who divide their time between many tasks. The analyst believes that being able to give one
assignment her whole concentration will allow her to work more efficiently and in fewer hours
and days.

It is often not essential to determine precisely what time of day your part-time project employees
will be working on your project when determining the number of hours they will be compensated
for. You may proportionately raise the estimates for the task's length by applying a resource-
level assumption, such as "two hours per day," to all of their duties. With this strategy, each team
member may choose when to start working on the assignment for themselves. It doesn't matter
whether they begin working on it right away or wait until the very last minute. Giving them a
start time and a finish time is all that is required to build a comprehensive strategy. As you can
see, there are a lot of factors to take into account when determining the expenses and length of
work packages.

Planning Step Four: Calculate an Initial Schedule

One of the most well-known yet underutilized project management approaches is creating a
timetable. Large undertakings may be very time-consuming and laborious when done by hand.
However, it is essential to creating and keeping to realistic timetables. As was previously
mentioned, the start and end dates for each job as well as for the overall project are determined
using the network diagram and the length of each work package. To create an initial schedule,
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the network and task duration may cooperate. Every work package receives a collection of
comprehensive schedule data from schedule calculation, as seen in the following:

1. Early start: The earliest time a job may start, taking into account those that come before it.

2. Early completion: The earliest time a job may be completed, given the tasks that come
before it.

3. Late start: The latest time a job may start without pushing back the project's completion
deadline.

4. Late finish: The latest date a job may be completed without pushing back the project's
completion deadline.

It takes three steps to calculate the timetable in order to identify these four dates.
Step One: Forward Pass

You may choose the early start (ES) and early finish (EF) for each activity with the aid of the
forward pass. Its name comes from the fact that it entails going through a network diagram from
beginning to end. The reverse a backward pass is the subsequent action. Because each activity is
distributed over the calendar and a time scale is used across the top, it is known as a time-scaled
network. The early start dates are all the same, as you can see.

Step Two: Backward Pass

The late start and late end dates are determined by the backward pass. We have all performed
this computation many times every time we set an alarm. The backward pass's objective is to
assess how late every job may begin or conclude by essentially working backward from the
project's completion date. Calculations are made for the late start (LS) and late finish (LF).

Step Three: Calculate Float

While certain jobs may be completed at any time within the timetable, some cannot, other tasks
can be completed at any time. This kind of scheduling adaptability is known as float. (Slack is
another often used word.) By deducting early start from late start, float is computed.

Gantt Charts and Time-Scaled Networks

There are a thousand words in a picture. The network diagram is crucial for determining the
timetable, but for a big project, it may be quite challenging to understand. Thankfully, there are
two excellent options that show both the calendar details and the links between the tasks. Henry
Gantt invented Gantt charts in the early 1900s, and they are named after him. Gantt charts are
now the most used way to show a project timetable. All non-critical activities display float,
indicating that they are all presently scheduled at their early start date. The Gantt chart's clarity is
a major benefit: The timetable is shown on the horizontal axis, while the work breakdown
structure is listed on the vertical axis.

The timescaled network is another fantastic image for showing a timetable. The capacity to fit
the network into less paper gives this diagram a benefit over the Gantt chart. On big projects,
Gantt charts may become too large to publish, but the time-scaled network, which groups several
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jobs on a single line, can be designed to be half to 10 times as tall as a Gantt chart. The initial
schedule combines job order and task length, however it is referred regarded as an initial
schedule since it doesn't account for resource and equipment constraints. The next stage of
planning compares the original timetable to the project's resources as a starting point.

Planning Step Five: Assign and Level Resources

Resource leveling seeks to make the best possible use of the personnel and tools committed to
the undertaking. It starts out with the premise that, if feasible, constant, continuous usage of the
fewest resources is most effective. In other words, it tries to prevent constantly adding and
subtracting resources throughout the project. The last stage in resource leveling Establishing a
practical timetable. It accepts the fact that there are fewer personnel and resources available and
modifies the timetable accordingly. We can observe how resource leveling makes a project
schedule more realistic by using the home landscaping project as an example. In terms of job
scheduling, the network demonstrates that it is feasible to install the grass and construct the fence
simultaneously. However, when we take into account that the family only has three adolescents
that are available to work on the project, it only leaves them with a total of 24 labor hours each
day (3 teenagers x 8 hours per day).

It is unreasonable to try to install the grass and construct the fence at the same time since doing
so would need each youngster to work far longer than eight hours per day for more than half the
project. The timetable will be adjusted as a result of resource leveling to keep the teenagers
occupied at a regular, appropriate pace. Resource leveling not only eliminates excessive overtime
from their project but also keeps the teenagers working for a longer period of time at a constant
pace. Generally speaking, any project team would benefit from it.

Let's look at a few of the challenges that project managers confront throughout this resource
leveling procedure. Every endeavor must contend with the realities of scarce personnel and
resources. Avoiding both over- and under-allocation is the goal. The house landscaping project
serves as an example of how having too many jobs going at once may exhaust available
resources. The youths were overworked during the first part of the project, for instance, since the
first timetable called for them to work on the fence and the grass at the same time they would
have needed to work more than eight hours a day to accomplish this pace.

Whether its adolescents mowing the grass, bulldozers, or programmers, project managers must
keep in mind that there are seldom many spares on hand. Project managers may over-allocate
resources if they believe they have an abundant supply of a scarce resource, such as the
boundless time of the only subject matter expert in the organization. In this situation, a crucial
resource may have been overwhelmed in addition to the timeline being unreasonable.

CONCLUSION

Realistic scheduling is essential to project management because it guarantees that tasks are
performed on schedule and within budget. Setting realistic project timeframes requires accurate
task estimating, taking into account variables like work complexity, dependencies, and resource
availability. Organizations may increase the success rates of their projects by using realistic
scheduling procedures. Realistic timetables provide attainable objectives, decreasing the
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possibility of missed deadlines and expense overruns. Realistic timetables control expectations
and build confidence by committing to on-time delivery, which increases stakeholder
satisfaction. Realistic scheduling also enables project managers to appropriately distribute
resources, maximizing efficiency and avoiding resource shortages or overutilization. Better risk
management is also made possible by realistic scheduling. Project managers may create backup
plans and deploy the right resources to reduce or handle risks by recognizing possible hazards
early on. This proactive strategy improves the project's overall resilience and lessens the effects
of unanticipated catastrophes.
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ABSTRACT:

Agile development has become a well-liked and successful method for overseeing software
development projects. This chapter examines management techniques for Agile development,
emphasizing fundamental ideas, best practices, and difficulties. It emphasizes the value of cross-
functional teams, regular communication, iterative and incremental growth, and flexibility.
Organizations may boost productivity, collaboration, and the production of high-quality
software products by adopting Agile methodology and putting the right management practices in
place.Organizations may manage software development projects efficiently and provide high-
quality products that satisfy customers by adopting Agile concepts and practices. Agile's
iterative and incremental design makes it possible to continuously improve, get regular feedback,
and react quickly to changing needs.

KEYWORDS: Agile Development, Product, Project Management, Scrum Team.

INTRODUCTION

If you could go back in time to 1999, the last year of the twentieth century, and access the
Internet, you'd discover a website and company called Amazon.com that are considerably
simpler than they are now. But if you have been a consistent Amazon customer since then, it is
doubtful that you can recall the exact moment when "everything changed.” Instead, they made
gradual changes to the site's operation and features[1], [2]. Many of the properties of incremental
delivery are comparable to how projects are traditionally understood. A team working together
on a deadline produces something fresh and worthwhile. There are, nevertheless, some
distinctions. In the Amazon example, one can see several separate teams working tirelessly to
enhance the website's features and functionality as well as the related customer-facing services. It
doesn't fit the conventional paradigm of a project that can be accepted, defined, planned, carried
out, and closed out since the change is so continual and unending[3], [4].

Every delivery step offers the chance for feedback and course modification. When the client
determines that what has been supplied is enough for achieving the business objective under
certain situations, the project may ultimately come to an end. Therefore, how do we handle these
incomplete projects? In specifically for software, agile is a paradigm for incremental delivery. It
comprises of methods that make it possible to repeat the requirements-design-develop-test-
deliver cycle. Scrum is one of these methodologies. A management strategy for incremental
delivery is called Scrum.

Because more businesses manage changes with incremental delivery than simply software
projects, Scrum belongs in a book on project management. Purely agile, incremental
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development projects have shown the efficacy of Scrum's ideas and methods. Any project
management professional who is familiar with Scrum will see possibilities where these methods
provide an alternate method of organizing and managing work in a world where change is
accelerating [5], [6].

Scrum Focuses on Team Management and Customer Feedback

We outlined the advantages of employing an agile framework as well as the situations when
incremental delivery is a wise course of action. Benefits comprise:

1. The ideal solution is eventually decided upon by the development team and the client. The
best technique to find the most desired goods is via quick trial and error.

2. A consumer experiences a benefit as soon as they obtain a functional product.

3. Incremental delivery could narrow the scope of the final product. The client may determine
that the current product is "good enough™ and direct project resources to other projects if the
most crucial feature is delivered first. The best deal is a "good enough™ item that saves time
and money[7], [8].

The product itself must be able to be planned and delivered incrementally for agile frameworks
to remain relevant. Delivering a "good enough™ product presumes there won't be a cost
associated with giving up before all requirements have been satisfied. Agile software
development methodologies focus primarily on how to design, build, and test a product that is
constantly growing. Scrum is centered on how a team collaborates and engages with the client.
Although it provides a framework for managing iterations, it does not have any plans for
incremental design or delivery[9], [10].

Scrum is a Framework

The Scrum community is cautious to distinguish Scrum from other methodologies by calling it a
framework. Roles, objects, actions, and rules make up the framework. Scrum is an effective
illustration of the discipline needed for agile development. The advantages of agile and
incremental delivery are closely correlated with the rigor with which the Scrum methodology is
implemented, despite the fact that this may seem obvious. The Scrum framework, which has
been developed over the last 20 years and is supported by the Scrum Alliance
(www.scrumalliance.org), is presented in this chapter.

DISCUSSION

Scrum At A Glance

In order to offer a product progressively, three steps are necessary:
1. A choice on the product increment to be delivered.

2. A team to rapidly develop and deliver that increment.

3. Customer comments on the use of the incremental product.

All of these components are included in scrum. The real increment development takes place in a
"sprint." This is a targeted product development activity that happens over a little period of time,
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often one to four weeks, as the name suggests. Scrum teams link together numerous sprints, each
of which adds value incrementally. The length of each sprint is the same.

Prior to the sprint, the choice on the increment to be developed is made. The "product owner," a
customer representative, informs the development team of the most significant prospective
upgrades. The term “product backlog” refers to this collection of possible upgrades. The
development team discusses what they can achieve by the end of the sprint and makes a promise
to the product owner. The team presents what they've created to the product owner at the
conclusion of the sprint. The product owner has the option to accept it or reject it and provide
their reasoning.

The product owner, the development team, and a crucial facilitator known as the "Scrum master"
are all given clear definitions in the Scrum framework. The main Scrum roles are those. The
sprint and particular meetings before, during, and after the sprint—sprint planning, daily Scrum,
sprint review, and sprint retrospective—represent the main Scrum activities. The Scrum team
utilizes certain artifacts, such the product backlog, throughout the activities.

Scrum Roles

One of the guiding principles of Scrum is to provide the development team the freedom to work
intently and effectively at a speed that suits them. Scrum establishes three distinct roles—product
owner, scrum master, and development team—to achieve this objective. The Scrum team is
made up of these three positions.

Product Owner

The product owner's responsibility is to prioritize the list of possible changes and to clearly
define what the product should accomplish in order to optimize the value of each sprint. As a
result, the product owner must be able to fully comprehend what the product's users and
consumers want. A person not a group with the power to determine the priority in the product
backlog must also be the product owner.

Scrum Master

Understanding and promoting Scrum roles and practices inside the Scrum team and across the
wider company is the first and most crucial responsibility of the person acting in the position of
Scrum master. The "master” is the servant of the product owner and development team, which
may seem counterintuitive in the job. Scrum masters put their primary attention on empowering
people, coordinating meetings and communication, mentoring the development team, and
eliminating obstacles to productivity. Protecting the development team from getting sidetracked
or losing focus due to communication from stakeholders or management is a critical duty of the
Scrum master. The Scrum master or product owner is the conduit for all communications with
the development team. We will go further into each of these responsibilities in the context of
Scrum activities.

Development Team
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The development team is responsible for producing the final product. The development team
must have all the necessary abilities to do the task since incremental delivery requires that each
increment must be understood (requirements improved), conceived, produced, and tested. With
one Scrum team and one sprint at a time, the Scrum development team is similarly laser-focused.
The members of this team are responsible to one another and are mature enough to make and
maintain promises to the product owner. According to Scrum principles, development teams
should consist of less than 10 individuals and be both big enough to include the necessary cross-
functional expertise and small enough to allow for informal communication and collaboration.

Stakeholders

The Scrum team does not work in a vacuum. Scrum is aware that a lot of other individuals
engage in interaction with these three primary roles. Scrum, on the other hand, contends that
when these three roles cooperate while adhering to its rules, they create a potent unit of
production, and as a result, it concentrates all of its rules on what the Scrum team does.
Stakeholders are anybody with an interest in the project who is not a member of the Scrum team.

Scrum Activities: Before, During, and After the Sprint

While Scrum itself focuses on adherence to certain particular structures and procedures, agile
development promotes flexibility and reactivity. The sprint, which is the central Scrum activity,
as well as the activities that take place in and around the sprint, make this contradiction clear.

A Release Is a Series of Sprints

We've shown that iterative development has a number of advantages, one of which is that it helps
us serve consumers more rapidly. The solution is improved with each iteration, or sprint, but if
the product is big or complex, it may take many sprints before the client receives a fully
functional product. In Scrum lingo, such run of sprints is referred to as a "release".

The Sprint
A sprint adheres to extremely strict rules:

1. There are no factors that might cause the sprint's duration to vary; it is determined at the
beginning of the sprint. It is referred to as a "timebox." A sprint ought to last one to four
weeks. The duration is a planning horizon, meaning it is the farthest point in time that the
development team can reasonably foresee. Planning for more than a month at a time is
impossible since iterative development is applicable to projects with significant levels of
unpredictability.

2. The scope of a sprint is predetermined. The sprint planning meeting, which is the first
activity of the sprint and results in a sprint objective, is explained below. The sprint aim,
which stays the same during the sprint, is the focus of all activity.

3. The development team works to complete the scope during the sprint. If necessary, the
product owner is accessible to explain needs.

4. A sprint planning meeting and a sprint review and retrospective are held before each sprint.
These meetings are precisely timed, much like the sprint itself.
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5. After finishing one sprint, you may start another.
The four Scrum meetings listed below help to concentrate and organize the sprint's work.
Sprint Planning

Every sprint must start with a strong commitment to the objective and a strategy for achieving it.
The sprint planning meeting is held with that goal in mind. Each member of the Scrum team
brings something unique to the team's work.

1. The product owner is the only person with the power to decide which products should be
developed during the sprint and sets the priority of the product backlog. The decision of how
much scope should be tackled during the sprint rests entirely with the development team. In
order to assess the amount of work needed for each product, they talk with the product owner
about the top priority items.

2. The development team then focuses on organizing their work by breaking down products
into short jobs, often lasting less than a day, and identifying any activities that must be
completed before others.

3. The facilitation of sprint planning and mentoring of the development team and product owner
are the Scrum master's primary contributions.

The development team may demonstrate what they'll generate and how they'll approach it to the
product owner and Scrum master as a consequence of the sprint planning meeting. A two-week
sprint may be planned in four hours, while a four-week sprint can be prepared in a maximum of
eight hours. The timeframe for sprint planning is related to the length of the sprint itself.

Daily Scrum

The daily Scrum serves as an example of a fundamental Scrum tenet: the development team is
capable of managing its own workload and does not need instruction from anybody with higher
authority. The meeting is held at the same time every day, and the daily Scrum timebox is 15
minutes. The development team members have only enough time to report to one another and
work together to decide on the direction of the day's work. Each participant in the conference
discusses three issues:

1. Achievements since the last meeting.
2. The day's primary tasks.
3. Any obstacles that were experienced.

This meeting's facilitation should be handled by the team, not the scrum master. The Scrum
master, however, makes sure that the meeting occurs and, if required, may provide team
coaching. The meeting is also attended by the scrum master, who might depart with a list of
issues to address after learning about potential barriers to the team's productivity.

Sprint Review
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The component of client input for incremental delivery is provided by the sprint review. A sprint
review and retrospective are conducted at the conclusion of each sprint. The goal of the review is
to present the sprint's outcome to the client, who will then have the opportunity to approve or
reject it and provide comments to the team. The Scrum team may evaluate their performance at
the retrospective, which is discussed next, and make changes before the next sprint. A timebox
for the review exists, and its size is proportionate to the sprint: A one-week sprint's review lasts
an hour, while a four-week sprint's review lasts four hours.

In all of Scrum, this meeting is the most inclusive and transparent. Any interested stakeholder,
especially those who can provide comments on the direction of the product, is invited to
participate in the review together with the Scrum team. The development team emphasizes that
incremental delivery really entails producing a genuine product when they demonstrate it during
presentations. Each item from the product backlog that was chosen for this sprint is presented,
providing the product owner the chance to approve it or reject it and put it back on the backlog
for the next sprint. There is time for stakeholders outside the Scrum team to raise further
questions or contribute fresh information to assist shape the product after all the products have
been approved or rejected. Participation in the review provides these stakeholders with an
accurate picture of the overall progress as measured by the deliverables and the items still on the
product backlog.

Sprint Retrospective

The Scrum team has a chance to reflect and evaluate its own performance at the conclusion of
each sprint. A Scrum master may need to play a bigger part in guiding this conversation during
the first few sprints. Additionally proportionate to the length of the sprint is the timebox for this
meeting. Using a three-hour meeting for a four-week sprint, plan for the retrospective to take
around three-quarters as long as a sprint review. At this meeting, you may talk about team
procedures, tools, and interpersonal communication all aspects of team productivity. How much
of the sprint product commitment was completed, and what variables aided or hindered
productivity, are always essential topics to discuss. A list of altered behaviors for the next sprint
is the end result of the retrospective.

Managing the Product Backlog

For a minute, let's go back to the core idea of agile: produce value rapidly. The main instrument
for identifying value increments and prioritizing them such that the most valuable ones are
delivered first is the product backlog.

A Product Backlog Is the List of Requirements

What are the objectives for the product? How will the product be used by the user? The answers
to these queries are mostly specified during the requirements phase in a conventional, linear
(waterfall) system development process. However, as agile practitioners often point out, as the
product is planned and produced, the list of needs expands. Some criteria are left out as "nice to
haves" and stored as potential candidates for future improvements, even under the waterfall
methodology. Agile methodologies accept this fact rather than trying to overcome the difficulty
of constantly changing needs. The requirements only truly need to be crystal clear for the product
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increments that the team is working on during the current sprint since the product will be
delivered gradually. It is more acceptable for a condition to be wide and abstract the lower its
importance.

"User stories™ are used to establish the agile requirements. Even while various agile practitioners
and proponents have varied definitions for user stories, they all usually agree that a user story
outlines a particular encounter or activity the user will have with the product. You'll see that this
structure resembles the business requirements that serve as the basis for a project's business case.
The user and the value the product will provide are its main priorities. The technology is not
discussed in the article. User stories are significantly more specifically focused on a very
particular user demand, despite the framework being identical. As a result, a product backlog
represents all anticipated user categories and outlines in business terms that should be
understandable to users what each of them hopes to achieve. The product backlog is continually
prioritized in order to reflect the most recent assessment of what would make the product the
most useful via discussion and negotiation with all the stakeholders.

An Evolving View of the Product

Agile presupposes that a product may be enhanced continuously, hence the product backlog need
list may constantly expand. Along with growing stakeholder demands, user stories may be
dropped when stakeholders' perceptions of how the product would be most beneficial change.
The product owner is questioned by the development team during sprint planning meetings to
determine the goal and approval standards for each user story at the top of the product backlog.
Everyone's comprehension is improved by this conversation. The product owner and
stakeholders may observe the product taking shape when each user story is delivered during the
sprint review. So a sprint review can result in the creation of brand-new, high-priority user
stories.

The Product Owner Manages the Product Backlog

The product owner is the only person with the power to add user stories or modify their priority.
The stakeholders outside the Scrum team provide the product owner with a knowledge of the
needs and the product vision, but it is the product owner's duty to negotiate, prioritize, and make
clear the requirements. Only the most crucial user stories are selected during a sprint, therefore
the product owner must possess the ability and perseverance to balance the needs of all
stakeholders.

Make The Plan Visible: Task Boards And Burndown Charts

The development team has selected user stories and broken those stories down into tasks as a
consequence of the sprint planning process. These tasks may be in one of three stages during the
sprint: Not Started, In Process, or Complete. The daily Scrum should update the work board.
Tasks are moved on the task board when individuals report. Because it's important for work to be
visible, task boards are often actual places on walls where sticky notes or index cards are used. In
order to personalize the task board for their own teams, users may add color to separate user
stories from tasks or include columns labeled "In Process" to indicate certain types of work. A
column with the caption "Verify" is often included between In Process and Complete. This

TRANS Asian Research Journals

http://www.tarj.in 116



TAIMMR

AJMMR: Trans Asian Journal of Marketing & Management Research
ISSN: 2279-0667 Vol 11, Issue 1, January 2022, Special Issue Impact Factor: SJIF 2021 = 7.263
A peer reviewed journal

column demonstrates that before the work of another team member may be deemed complete,
one team member or the product owner verifies it.

Project Management And Scrum

Through use in several sectors over the last seven decades, the discipline of project management
has developed. Scrum, as it is described in this chapter, has origins that date back to the middle
of the 1980s, although it didn't see significant expansion until the introduction of agile software
development in 2001. The methodologies will be recognizable to project management
professionals who don't work in agile software development, but they will also raise some issues
about how Scrum integrates with project management. There is no project manager job in the
Scrum framework, according to the formal definitions of Scrum provided by the Scrum Alliance.
You may check if scope, schedule, money, risk, and resources are being managed by thinking
back on the tasks, roles, and artifacts covered in this chapter. Scrum is very committed to using
sprints to achieve incremental value. But what takes place before to the first sprint? Who
determines if a project is necessary and when it should begin? How are the individuals filling the
various Scrum roles chosen? It is obvious that Scrum cannot handle the complete development
life cycle. Although Scrum is the most well-known agile methodology, there are others as well.
Once that job starts, it performs the crucial function of overseeing the development process. One
has to broaden their knowledge of Scrum to include agile software development.

CONCLUSION

By offering a flexible and adaptable approach to project management, agile development has
completely transformed the landscape of software development. Cross-functional teams that
closely interact amongst people with different skill sets encourage innovation, information
exchange, and effective problem-solving. Agile development requires effective communication
because it fosters alignment, transparency, and prompt decision-making. Regular stand-up
meetings, retrospectives, and other Agile rituals improve teamwork and communication. As it
pushes teams to adapt to shifting client wants, market dynamics, and technology improvements,
agile management also places a strong emphasis on flexibility. Frameworks are provided for
managing workloads, monitoring progress, and prioritizing tasks by agile approaches like Scrum
or Kanban. Organizations may increase productivity, enhance product quality, and shorten time-
to-market by managing Agile development well. The difficulties of managing Agile projects
include juggling client requests, keeping the team motivated, and resolving any disagreements.
To meet these problems, an effective corporate culture, engaged stakeholders, and strong
leadership are necessary.
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ABSTRACT:

In many industries, including project management, construction, and finance, accurate
estimation is essential. It entails forecasting the expenses, schedules, and resources needed for a
particular activity or project. In order to provide trustworthy estimates, the art and science of
accurate estimating integrate subjective judgment with objective analysis. In order to do
accurate estimation, there are a number of procedures, strategies, and factors that must be taken
into account. These factors include domain expertise, historical data, and expert opinion.
Practitioners may improve their capacity to provide exact estimates, which will improve
decision-making and project results, by using a balanced approach that includes both qualitative
and quantitative aspects.

KEYWORDS: Estimate, Life-Cycle, Product, Project Team.

INTRODUCTION

Every year, discussions of this kind take place on tens of thousands of projects. Despite being
straightforward, it highlights some of the major problems with precise estimates. First, note how
Kris attempted to explain the request before speculating. Second, observe that guessing wasn't
acceptable; his guess was only accepted seriously once he converted it to an estimate. By
estimating, one attempts to foresee the future and determine how much time and money will be
required to achieve a goal[1], [2]. It shouldn't be shocking when an estimate proves to be
inaccurate since predicting the future is a risky endeavor. However, the majority of project
stakeholders won't accept a false estimate; notably buyers expect the product delivered on
schedule and within the estimated price range. As a result, we must concentrate on making
accurate estimates in order to be able to forecast the future in an unpredictable environment[3],

[4].

Professional estimators, or those who provide cost and schedule estimates for a job, have created
a variety of techniques for forecasting the future. When you think about how many formulas and
computations these experts use, it seems sense to classify estimating as a science. But as we will
see, the function of art in estimation is crucial. It's possible that people who have exceptionally
precise ways for forecasting the future have moved away from the dull world of project
management and are using their skills in places like Wall Street or Monte Carlo, where the
results of their work are more immediately apparent and palpable. The challenge of predicting
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the future is addressed in this chapter. We investigate the reasons why our estimations are
inaccurate and give suggestions for improving them [5], [6].

Estimating Fundamentals

All initiatives are distinctive, as we have often noted. In actuality, the more unique they are, the
harder it is to assess them; the less unique, the simpler. For example, since research and
development (R&D) programs aim to tackle brand-new challenges, they are very challenging to
estimate. But because each project will result in a distinct product, several task combinations will
be used. On every project, there are also often a number of other distinctive or unexpected
factors:

1. The manager may not be familiar with the members of the project team. Their individual
knowledge and abilities will, however, have an impact on their productivity, and the more
difficult the jobs, the more important this productivity component is.

2. The dependability of new technology and the team's learning curve are concerns for projects
that rely on it.

3. Wrong timing projections will cost money since estimations are used to coordinate
operations and anticipate resources. You may have to pay the subcontractor to wait around if
the job is behind schedule when they arrive. This vendor may not be accessible when
required if it is so far behind schedule that it must be shipped away.

Avoid the Common Errors

It's not always easy to use common sense. Even if common sense may caution us to avoid certain
errors, many of us appear to make them. These are the most typical [7], [8].

Making “Ballparks in Elevators”

When a senior manager or client approaches you in an elevator, hallway, or break room and
requests an estimate, you invariably give an impulsive, optimistic guess that you immediately
regret because of their authority or the fact that you were caught off guard. If that manager is
also heading to a meeting where your “estimate™ will be discussed, the issue is made worse. The
issue with this is that it is hard to take into account all the factors necessary for an accurate
assessment when traveling between the fourth and tenth levels. However, the issue is how to
steer clear of this naive assumption. Here are some recommendations:

1. Address the manager with a serious, worried look and say, "There are many factors that will
impact the effort required.” List a handful of these elements after that and conclude by
saying, "l wouldn't want to mislead you by offering a guess on that.”

2. Offer to fetch a piece of paper and record the manager's specific request on it. List the
inquiries that must be addressed concurrently in order to get a meaningful estimate. The
management should recognize that there are too many unknowns to provide an accurate
estimate if you can produce multiple questions that they can't answer and they have trouble
being explicit about what they want.
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3. If all of these strategies are unsuccessful and the manager or client keeps pressing you, it's
time to practice the art of "ballparking." Using this method, there are three potential
responses:

I.  Provide your best estimate in your response, taking into account every potential flaw.
People that you can trust to not use this information against you later should respond with
this.

ii.  Double the result of your best prediction. Next, multiply it by two. The boss or client is
scarcely acting rationally by asking you for an estimate in the elevator, thus it is evident
that this is not a logical manner to create estimates.

iii.  Refuse to provide an estimate in the absence of more details and planning time.
DISCUSSION
Providing an Estimate Without Full Specifications

When asked to estimate a building job without a plan, a contractor could commit an error of this
kind. Realistically, this error is seldom repeated by developers and contractors. On the other side,
it seems that this error is often made in initiatives involving new product development, process
improvement, and information systems. Someone comes up with a concept, it gets accepted,
given a price tag and a timeframe, and then it is implemented! They don't appear concerned that
they won't know the details of carrying out the plan until they are around halfway through the
project. This error is seductive because it gives the impression that team members are following
ethical standards; after all, the new endeavor does come with a budget and timeline. However,
without thorough specifications, it is unclear what the project will produce, making it impossible
to provide an accurate estimate[9], [10]. Projects for new products, process enhancement, and
information systems all have the trait of first identifying a problem, then developing a solution.
Even agile software projects need to exercise caution when starting a new project without having
a clear idea of the final product. A business case with estimates should be the first step in each of
these initiatives. Putting too much faith in the first estimate when there are more assumptions
than facts is the problem.

Confusing an Estimate with a Bid

Estimates and bids are not the same. An estimate is a prediction of the cost and duration of a
project, while a bid is the timetable and cost a subcontractor proposes to complete the project.
The bid will most likely consist of estimations, but it will also contain the subcontractor's profit
margins. An estimate is a forecast of what it will really take to deliver, while a bid is intended to
be both lucrative for the bidder and desirable to the consumer. The best bids are also excellent
estimators because they satisfy both their clients and themselves.

Padding the Estimate

There are numerous good reasons to increase the time or cost of an estimate. To account for risks
found throughout the risk management process, additional contingency funds may be
contributed. Usually, extra time is provided to account for unavoidable delays brought on by
sickness or vacation. However, inflating the estimate is something else. It is not legal nor fruitful
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to increase the estimate's time and cost only to finish the project earlier and on schedule. The
greatest approach is to provide accurate, thorough estimates. If they are reduced, you may then
argue for acceptance of the initial estimate using the project's actual performance statistics. This
straightforward approach will eventually help you establish a reputation as an honest estimator
who keeps his or her commitments. A worthwhile project may not be authorized in the first place
because the inflated estimate makes it seem like a poor investment. Second, if the project's
budget is authorized with an inflated amount, it will be funded at the expense of other initiatives
that could be more worthwhile.

Follow the Golden Rules

There are some golden standards that always apply to all projects, just as there are common
estimating errors to avoid. These guidelines stress the proper mindset for estimating.

Have the Right People Make the Estimates
The suitable persons are determined by three criteria:

1. The estimators need to have prior knowledge of the job they are estimating. No matter what
methods are used, estimating is always built on a knowledge of the job that has to be done.

2. The individuals who will really carry out the task have to be included in the estimation
process. They will understand their limits the best. For instance, they will be aware of how
much time they have available to devote to this project given their schedule and if they need
to through a lengthy learning process in order to be effective. Most importantly, when
someone estimates their own task, they are often more driven to do it than when someone
else provides an estimate.

3. The estimators need to be aware of the purposes and methods of estimation. Even when
someone is aware of the job at hand, they shouldn't be permitted to estimate their own work
until they have learned how to estimate as well as the purpose of estimating, which is to
come up with realistic estimates that will really happen rather than optimistic forecasts of the
greatest performance.

Estimate based on experience

Although no two projects are the same, there are often enough similarities that performance
information from completed projects may be used to estimate those already underway.
Professional estimators continuously improve their estimating models using fresh performance
data. It is beyond the purview of a single project manager to create this kind of database; the
company must be in charge of it. Project estimates may become more and more precise using
this sort of information. Without it, every project team is forced to start again and depend only
on their own recollections and gut instincts. Each estimate method in this chapter will be
improved by past performance data.

Don’t Negotiate the Estimate Negotiate the Equilibrium

There are practical methods for thwarting efforts to interfere with an estimate. Think about the
situation that follows. An accurate project estimate has been created by skilled estimators
utilizing historical performance information from other projects that are comparable to this one.
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The project manager presents the estimate to management or the client, and they start to reduce
the timeline and cost. Or maybe they'll even pull out a cleaver and slice off a sizable portion of
both. The project manager first maintains her position but eventually buckles under mounting
pressure, allowing the completion date to advance and the budget to shrink. This estimate
indicates a reasonable balance of cost, schedule, and scope and was developed from the product
requirements. Dickering over cost or timeline alone upsets the balance of the overall estimate.
No estimate will escape criticism, but the right response is to show how the estimate is related to
the work breakdown structure and product specification. When estimates are created properly,
the only way to lower them is to alter the product or the employees' productivity.

Three Levels of Accuracy

Although everyone wants precise predictions, precision is expensive. Therefore, it makes sense
to employ several estimate approaches for the various project decision points. Detailed planning
required for official project approval, for instance, shouldn't need as much time and effort or
money as the first appraisal of a project proposal. Let's examine three degrees of accuracy at
various project phases.

Idea Assessment or a Ballpark Calculation

We all attempt to avoid offering this estimate. Ballpark figures may be as much as 90%
inaccurate, yet they are still helpful for rough scaling. These estimations are made instantly and
are the outcome of an expert's intuition. Their accuracy is dependent on the estimator's expertise.
An approximate estimate should only be used to determine if it would be beneficial to get a more
precise estimate.

Project Selection or Order of Magnitude

This estimate, usually referred to as ROM, for rough order of magnitude, has a large range but is
based on extrapolations from previous projects rather than the hunches of the ballpark
estimations. A few hours of work comparing the new project to previous projects may make up
the majority of the difference between a rough estimate and an order-of-magnitude estimate. For
instance, a builder may discover that a planned structure is about twice as large as a building of a
similar design he has already completed, and as a result, estimate the cost of the new one at twice
as much. He could add additional 10 to 20% if he determines that the new building's planned
location would provide greater difficulties. This kind of comparison is referred to as an
analogous estimate. If an order-of-magnitude estimate is deemed acceptable, a project may be
officially began, a project manager chosen, account codes established, and work on the project's
definition and planning may start. The actual job of producing a precise estimate will be done at
this planning phase.

Complete Estimates

Because they are based on all the different project planning processes, detailed estimates are
sometimes referred to as bottom-up estimates. A thorough estimate (discussed later in this
chapter) contains a projection of a project's budget and cash flow in addition to all schedule and
resource information.

This estimate will be used to project management and success assessment
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A comprehensive estimate is far more accurate than an order-of-magnitude estimate since it is
based on the availability of essential resources and requires a thorough grasp of the product.
Between the order-of-magnitude estimate, which is used when there are no specifications, and
the detailed estimate, which is based on specifications, a tremendous amount of effort goes into
defining the product requirements and design work. Large time and financial investments are
needed for this effort, but these resources are not used until the project's viability has been
determined by the cheap ballpark and order-of-magnitude estimations.

Estimation Methods

Since correct estimates need time and effort to produce, good project managers pick from a
number of estimating techniques to get the precision they want. There is an abundance of
knowledge in this area. On estimating alone, several volumes have been written. Exclusive
methods used in computer-based predicting models may run into the hundreds of dollars.
Software project estimation, construction project estimation, and pharmaceutical project
estimation are all covered in-depth in whole seminars. Our goal is to help you grasp the
dynamics of correct estimating by offering a selection of recognized estimating techniques—the
fundamental building blocks employed by all professional estimators—rather than making a
thorough presentation of all these estimating approaches in this book.

Iterative Estimating

Project managers like phased estimating because it only calls for cost and schedule commitments
for one stage at a time. The phased estimating technique is aware that asking for a
comprehensive estimate at the start of the product life cycle is impracticable. The product
development life cycle outlines the work necessary to produce a new product, whereas the
project life cycle focuses on managing the work. Instead, it divides the whole product life cycle
into stages, each of which is seen as a project. The creation of a new product may require a
number of initiatives. Phased estimating requires senior management to renew authorization for
the project using current estimates and revisits the original business case as each phase comes to
a close. Phased estimating is depicted in Figure 1.
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e Al each decision point make two estimates: a cost and schedule commitment for the next phase,
and an order-of-magnitude estimate for the remainder of the project.

e This example shows three decision points, but a product development life cycle could use 2 or 10
decision points—however, many make sense to reduce the risk of overcommitting based on too lit-

tle information.

e The amount of uncertainty is high at the beginning of the development life cycle—too high to
make accurate estimates.

Figure 1: lllustrate the Phased estimating.

Every development life cycle begins with a great deal of uncertainty, but as the project moves
forward and more data is obtained, this uncertainty decreases. The client demands a precise time
and cost estimate for the whole development life cycle more than any other stakeholder, which
creates a conundrum. Because the consumer is attempting to decide on an investment, this
demand is simple to grasp. When the product development effort is initially discussed, there is so
much uncertainty that it is hard to provide an accurate cost and schedule projection.

This inability is acknowledged by the phased estimation technique, which instead divides the
whole product life cycle into stages, each of which is treated as a separate project. Here is how

this procedure appears:

1. The first phase begins with a thorough estimate for the first phase and an order-of-magnitude
estimate for the whole development life cycle. The project team views this comprehensive
estimate as a commitment; this commitment signifies the end of the uncertainty that
surrounds a new project. The team is more focused and effective when they agree on a
specific strategy with a set due date.
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2. Next the conclusion of the first phase, a fresh permission for the next phase restarts this
cycle. Along with a thorough estimate for the second phase, a new order-of-magnitude
estimate is created for the remaining stages of the product life cycle. The initial development
phase has taught us a lot, so the new order-of-magnitude estimate will be a lot more precise
than the previous one. At each phase gate, this cycle of phase authorization will be repeated,
improving the order-of-magnitude estimate with each iteration.

Phased estimating is popular among project managers and teams because it only requires them to
commit to cost and schedule estimates for one phase at a time, or what we refer to as a "realistic
planning horizon." It's not always obvious how the initiative will benefit the individuals
sponsoring it. At each phase review, it seems to them that the project team is just requesting
additional resources without regard for project budgets and timelines. But this client group must
understand that phased estimating is a risk-reduction strategy that also benefits them. Everyone
will be at risk if the project team is forced to commit to a cost and schedule estimate for the
whole product development life cycle before it has adequate knowledge about the product. This
is due to the team's likelihood of producing an unreliable estimate at this early stage.

Customers often think that obtaining a strong commitment from the project team would protect
them against escalating costs; nevertheless, in this situation, they are misinformed. Without a
realistic budget, unanticipated expenditures are likely to surface as the project develops, and the
client will be responsible for covering them. Even if the project team is an outside company on a
fixed-price contract, this will still be the case. If these overruns get out of hand, this crew could
just quit, choosing reputational harm above financial ruin. The project will still be unfinished at
this time, and the client will have lost money. Both parties will lose without a precise
assessment. On the other hand, if the client and project team are employed by the same company,
as is the situation with many product development projects, it is clear who will be responsible for
covering cost overruns: the business that both parties are employed by. No amount of pressure
from above can convince the project team to reach the initial estimate if it was too low. Once
again, there is no winner.

When customers realize that every new phase provides them the chance to fully reevaluate the
effort, or even cancel it if it appears too costly, they will appreciate phased estimating. This is the
apparent opportunity to choose another team if they like the product but not the project team.
Considerably while they will not get a return on their investment if they cancel, at least they will
have stopped an impossible endeavor before it costs them considerably more. Construction
projects usually use phased estimation. No contractor would agree to a bid if you were planning
to construct a home before you knew the site and had a blueprint. You can discover that the price
of the home was too costly after the design was finished and decide not to go forward with the
project.

It required money to discover the site, as well as time and effort to pay for the house's design, so
its realization wasn't free. However, it was shrewd of you to complete your research before
breaking ground on a property you couldn't afford! Every stage of the development life cycle is
approached as a project by effective project managers. Throughout the course of the product
development life cycle, they formally examine the cost-schedule-scope equilibrium multiple

TRANS Asian Research Journals
, ' 126
http://www.tarj.in



TAIMMR

AJMMR: Trans Asian Journal of Marketing & Management Research
ISSN: 2279-0667 Vol 11, Issue 1, January 2022, Special Issue Impact Factor: SJIF 2021 = 7.263
A peer reviewed journal

times using the phased estimate technique. The main benefit of this approach is that it enables
the project to be led by a series of discrete, well-informed choices rather than a single, hasty one.

Sources of Data for the Detailed Budget

A budget's actual computation is rather simple; all that is required is simple addition of numbers.
Any spreadsheet application will work well for calculating the entire budget. Making the
numbers that are used in the entire computation is difficult. The budget computation is based on
the following categories. Remember that these are high-level classifications. Depending on the
scope and magnitude of any project, certain categories may need to be dropped or reorganized to
be more precise.

Internal Labor Cost

The company's internal labor expenses reflect the work put in by its employees. All labor
estimates are thoroughly researched by calculating the individual jobs. A realistic picture of how
many people are needed is shown by including the sequence limits and leveling the resources.
The effort as a whole is represented by the resource projection. To get the overall internal labor
cost for the project all that is left to do is multiply each resource by its hourly rate or daily,
weekly, or monthly rate. The estimated total resource used, which was calculated using the
project's labor cost, labor rates, and detailed timetable.

Use the Burdened Labor Rate

Salaried workers' real hourly wage varies from person to person, sometimes for no apparent
reason. However, it is uncommon to need to include real salary when calculating labor expenses.
Instead, depend on the finance division to determine a uniform burdened labor rate for each
category of work. The average cost of an employee to the business is known as a burdened rate.
Payroll costs, benefits, and overhead are included. Overhead is the collective term for the many
fixed expenditures that apply to all projects, including functional management, workplace
amenities, and non-project expenses like training. A project manager doesn't need to calculate
this rate since almost every business has a burdened labor rate on file.

CONCLUSION

In many different sectors, the art and science of precise estimating are essential because they
help businesses make wise choices, efficiently use their resources, and complete projects
successfully. An overview of the procedures and strategies used in correct estimation has been
offered in this work, with a focus on the value of a balanced strategy that incorporates both
subjective judgment and objective analysis. Expert judgment, historical data, and domain
expertise all stood up as having a significant impact on estimate accuracy. Practitioners may
improve their estimation skills and reduce the risks of project overruns and delays by taking both
qualitative and quantitative elements into account. The accuracy and dependability of estimates
will be further enhanced by ongoing research and developments in estimating tools and
technologies, leading to better project planning and execution in the future.
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ABSTRACT:

The idea of balancing the trade-offs between cost, scheduling, and scope in project management
is examined in this essay. The cost, schedule, and scope triangle depicts the interdependence of
these three key elements that have a major impact on a project's success. Effective management
of these factors is crucial to attaining project goals within the limits of time, money, and intended
results. This research investigates several methods and techniques for balancing the trade-off
and emphasizes the significance of prioritizing project objectives and coordinating stakeholder
expectations.Project managers need to be flexible and adaptable in order to effectively negotiate
these trade-offs.

KEYWORDS: Cost, Project Management, Stakeholders, Schedule, Trade-Off.

INTRODUCTION

Recently, | switched my job's emphasis. | look after my six-week-old daughter while working
part-time from home. The costs of becoming a parent have exceeded my own budget. As a result,
| am running late on this assignment [1], [2].In addition to learning about the responsibilities of
fatherhood, this new father has succinctly encapsulated the problem of limited finances. No
matter what we do, we have a limited amount of time, money, and access to the people, tools,
and supplies we need to do our work. Beyond questions of production or efficiency, this issue of
scarce resources is problematic. No of how effective they may be, project managers and new
parents must both recognize their limitations and make decisions [3], [4].

But wouldn't effective project management enable us to do more tasks faster and for less money?
This is a legitimate inquiry. In comparison to poor project management, good project
management does produce more for less money. Still, there are boundaries. Realistic
expectations from stakeholders continue to be the strongest indicator of project success. Both
inappropriate client requests and unrealistic project team expectations must be restrained by the
project manager. The outcome of letting these expectations and demands dictate a project will
almost surely be expense and schedule overruns and later on, terrible disappointment. Instead,
project managers must set reasonable expectations by logically analyzing the data. To balance
the project scope against the following three most typical project constraints, they must use the
definition and planning methodologies discussed in earlier chapters:

1. Time: The project won't be completed in the period specified in the project regulations
because of how it has been defined.

TRANS Asian Research Journals

http://www.tarj.in 129



TAIMMR

AJMMR: Trans Asian Journal of Marketing & Management Research
ISSN: 2279-0667 Vol 11, Issue 1, January 2022, Special Issue Impact Factor: SJIF 2021 = 7.263
A peer reviewed journal

2. Money: The project can complete on time and produce the expected results, but the cost is
too expensive.

3. Resources: Although the estimated cost is reasonable, the timetable asks for personnel, tools,
or supplies that aren't readily accessible. Although there aren't any to employ, you might
afford them.

If any of these restrictions apply, the project will need to be balanced, which means that the cost,
schedule, and product scope will all need to be taken into account. This balance may occur on a
variety of levels.

Three Levels of Balancing A Project

Depending on the kind of change required, balancing a project may be done at one of three
distinct levels of authority in an organization:

1. Project: Making adjustments to keep the project on track for its initial cost, time, and scope
goals is necessary for project-level balancing. The project manager and team should have the
power to make these choices since these three aspects of the project equilibrium won't alter.

2. Business case: The balance between these three criteria has to be reevaluated if the project is
unable to meet its cost-schedule scope objectives. This necessitates a review of the project's
business case[5], [6]. The project manager and team cannot make this choice if any of the
project's objectives are changed. Consider the following to see why the choice to alter the cost-
schedule-scope balance must be taken at the company level:

a. Cost objectives and profitability goals are connected. Reevaluating the profit objectives
entails raising the project's cost aims.

b. The business case and the schedule are intertwined. Late delivery of projects often results in
some loss of profit, either via lost opportunities or real financial penalties specified in the
contract.

c. Changing the product's features and performance level has an impact on the final product's
value.

d. All stakeholders must agree in order to balance the project to the business case, but those
who may be impacted by changes to cost, time, or scope are especially important.

4. Enterprise: The project is balanced at the enterprise level when the project and business case
are in balance but the company must decide which initiatives to pursue. The business might
be a division inside a larger corporation, the complete business, or a government
organization. Although they will be active participants in the decision-making process, the
sponsor and the functional managers may even have more authority over this matter than the
project manager and team. Even though it involves project management information,
deciding which projects to undertake and how to divide limited resources among many
projects is largely a business management choice[7], [8].
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DISCUSSION
Balancing At The Project Level

As there are projects, there are as many different methods to balance them. The most well-known
options for balancing at the project, business case, and enterprise levels are presented in this
chapter. Each choice is provided with its benefits and drawbacks as well as the optimum
application—the most effective approach to employ the technique—because choosing the best
alternative relies on whatever balancing issue is present[9], [10].

The methods for balancing the project at the project level are as follows.
1. Reestimate the Project

It's the "optimist's choice.” This entails verifying the work package estimates and the project
charter's initial assumptions. Perhaps when you learn more about the project, you'll be able to
lower your negative predictions. The following are potential effects of this kind of checking:

Positive: The project cost and maybe the schedule estimations will decrease if certain estimates
can be justifiedly lowered, increasing the accuracy of your estimates.

Negative: Avoid wishful thinking until there is fresh evidence to support improved projections.

Best application: Verify all of your estimates. Ensure that all of your estimate assumptions
including those related to productivity, the availability of skilled labor, and the difficulty of the
tasks are consistent and accurate. However, it's crucial to avoid giving in to pressure and
lowering the estimates to appease management or clients while you're making modifications. The
second phase of estimation should, if anything, provide an even solid factual basis for cost,
schedule, and resource predictions.

2. Increase Project Participation

This is an obvious method of project balancing since it shortens the timeline. The number of
tasks that can be completed concurrently may be increased by adding team members, as can the
number of persons working on each job.

Positive: Because more effort is put into the project each day, the timetable is compressed.

Negative: The title of Fred Brooksl's seminal book, The Mythical Man-Month, encapsulated the
risk associated with this approach. Although adding additional employees to the project may
shorten the timeline, it will cost more to coordinate and communicate. This phenomenon is
known by economists as the law of declining marginal returns. This option needs certified
resources; you can't merely add another warm person to a project in this way. Many project
managers have requested more personnel only to have the most readily accessible (and often
least capable) individuals allocated to their projects. Adding unskilled people to a project may
slow production to the point where cost and schedule are practically likely to increase.

Best application:

Certain tasks encourage piling on, or including additional individuals to complete the task more
quickly. When adding employees to a project, it is important to take task independence and the
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product development strategy into account. The benefit of hiring additional workers is constant
inversely proportional to the degree of job independence.

As an example, a transportation authority intends to repave a 100-mile section of road. If they
had enough skilled contractors to manage 10 projects simultaneously, they could divide the
repaving job into 10 separate, 10-mile tasks and complete them all at once. (They could even
divide it into 20 5-mile subprojects if tightening the timetable were really necessary and there
were enough road paving contractors.) It is feasible to overlap all of the subprojects because of
their independence. Even if it took ten times as many supervisors from the highway department
to coordinate the project, these costs would remain constant because the duration would be
reduced by 90%. Trying to coordinate that many people and that much equipment would require
additional project management work. On a project like this, there are additional factors to take
into account, such as whether all the different contractors will share the same roads, gravel pits,
and equipment parking. However, they are only resource limitations. Additionally, Fred Brooks
makes the point that a software development schedule is not always directly proportional to the
team size.

But large teams may be needed when creating software products. A new commercial airplane
also takes thousands of engineers to produce. By adhering to sound product development
principles like the following, projects that use knowledge workers may add individuals to their
teams to help them shorten their schedules:

1. The structure of the project team is consistent with the product design. Similar to how the
overall product is divided into parts or subproducts, the overall project must be divided into
teams and/or subprojects. Because all the disciplines necessary to build a component of the
product are paired together, manufacturing businesses refer to this organizational model as
integrated product teams (IPTs).

2. The product is created top-down, and design synchronization points are included in the
timetable. Top-down design entails first defining the general design criteria of the product,
then continually decomposing it into components and subcomponents. Scheduled
synchronization points are opportunities to concentrate on component interactions and
reassess if the whole product is fulfilling the requirements of the overall product design.

3. Only once the design for a component has been synced and stabilized with the design for
interface components can actual building of that component start. To replace the requirement
for physical mock-ups of the airplane, three-dimensional engineering software is often used
by aircraft makers. This software actually simulates the interplay of various components.
These parallel jobs provide chances to expand the project's workforce and shorten its total
length.

4. Unit testing and regular integration testing are part of component development. When a
component is produced, its functionalities are tested as a unit using unit tests. The most
recent versions of finished components are assembled for frequent integration testing to
ensure that they function together. Because it is impossible to test and efficiently debug all
conceivable interface failures, frequent integration testing has become a necessary
development practice for products with multiple components.
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Last but not least, keep in mind that by adding personnel to the project in an effort to shorten the
timeline, cost risks are raised. The cost of each delay per day increases with the number of
individuals who are kept from working due to unplanned delays.

3. Boost Productivity by Making Use of Internal Experts

The fact that some individuals are more productive than others is not a secret. I've seen the best
computer programmers produce ten times as much as the team's least effective worker. Every
sector has workers that are just better at what they do, even if the ratio may not be 10 to 1. Why
not include as many of them into your project as you can? Technical proficiency, problem-
solving abilities, and an optimistic outlook are all traits of great achievers. Your project will most
likely meet or exceed all of the initial cost and schedule performance assumptions once they
have reestimated it.

Positive:

This team will not only meet the deadline with the finest performance possible, but it will also
save money. Although these top achievers sometimes produce twice as much as the ordinary
team member, it's uncommon for them to get compensated accordingly. Additionally, their
knowledge will probably result in a superior product.

Negative:

For the company, this may be an ineffective approach. Because they are all working on the same
project, all of these A-listers will likely be doing tasks that are considerably below their level of
expertise and that a junior staff member could perform just as quickly. Another drawback is that
the stars will be redistributed when other projects start to suffer, which will cause the stellar
project to gradually slip behind schedule.

Best application:

Top talent is dispersed among several projects so that their skills and knowledge may boost
productivity among other workers. When you accomplish two things, you'll have a greater
chance of obtaining the ideal mixture of mediocre and outstanding players. Start by developing
specialists within the team by assigning the same individuals to comparable responsibilities. For
instance, the project manager assigned one person to be in charge of decisions affecting the
maternity ward, another to be in charge of decisions affecting the pediatric ward, another to be in
charge of decisions affecting the pharmacy, and so on. This was done when a team of business
analysts was working with a hospital to redesign the hospital's methods for keeping records of
patients. Even though these tasks didn't necessarily improve their analytical abilities, each
individual did end up becoming the project's subject matter expert. Because it preserves
specialized information in one location, this method is even more crucial when there are many
employees who won't be working on the project full-time. Next, pinpoint the jobs that need top
talent by utilizing the work breakdown structure, network diagram, and work package estimates.
Here are several signs that a star will provide you a significant reward:

A. Cost: The best rewards from top achievers come from the most difficult assignments. Tasks
of this kind result in productivity rates of 10:1.
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B. Schedule: Put the best workers on jobs that are essential to finishing the project on time
because of their speed.

C. Superior:By making significant design choices and devoting time to debating work with
younger team members, top performers are effective technical leaders.

Most importantly, include high performers in project management tasks including estimation,
risk management, and personnel assignment.

4. Boost Productivity by Consulting Outside Experts

This alternative follows the same rationale as the one before it, with the exception that it aims to
attract the top talent from outside the company. The procedure is the same whether you employ a
company to carry out specific activities or a person as contract labor: Utilize the WBS to
determine how to effectively apply their skills, then manage them as an integral part of the team.

Positive:

Some tasks are so specialized that hiring trained staff members to do them is not cost-effective.
The speed and quality of the job done by the outside professionals will more than make up for
the increased fees paid. To get the most value out of their labor, offer them assignments that are
time- or quality-sensitive, just like you would with internal company expertise.

Negative:
This choice has two drawbacks: vendor risk and lost knowledge.

A. Vendor risk: Including a third party in the project increases unpredictability. Unfortunately,
not all experts provide; they may not fulfill their claims. Even with the additional fees, you
can discover that the project is behind schedule by the time you realize your expert isn't
being productive. Finding a competent vendor or contract worker may also be time-
consuming; if it takes too long, it could constitute a scheduling block.

B. Lost knowledge: Every contract worker or subcontractor who leaves the project at the end
carries some knowledge with them; this issue is made worse if the task involves "brain
work." In this situation, the project manager must ensure that the work has been accurately
documented and recorded.

Best application:

When it seems that using outside specialists' specific expertise can advance the project more
quickly, hiring them is beneficial. Don't allow these specialists become isles, working alone and
avoiding contact with long-term workers; instead, expect them to attend team meetings and take
part in product development discussions. They need to be involved in project management and
other high-impact tasks, just like the internal specialists. Whatever they generate should be tested
and recorded before they leave the project.

The project's enhanced productivity from outside resources must exceed the time and effort
required to recruit and employ them. A long-term partnership with a special services company
whose staff has shown their ability on prior projects is the perfect scenario.
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5. Outsource the Project in Full or in Major Parts

In order to balance a project, a piece of it is divided off and sent to an outside company to
oversee and finish. This choice is particularly appealing if this project's component calls for
specific expertise that internal staff members do not have.

Positive:

This transfers a significant amount of the workload to specialists, whose talents should lead to
increased productivity and a compressed timeline.

Negative:

This change in accountability increases risk. The project manager will have less control over
how the job is done, and if the external experts turn out to be incompetent, it could be too late to
"switch horses." Even if the project is successful, the outside business won't leave much of its
experience with your company.

Best application:

At the top end of the risk/return scale is outsourcing. Modern business techniques may perform
miracles when they work, but when they fail, they can cause actual disasters. Finding suitable
suppliers and establishing clear agreements before the job starts are the keys to effective
outsourcing. The different tools in this book, including as the responsibility maps, job breakdown
structures, network diagrams, and Gantt charts, must be used to construct these agreements.

Reducing Product Performance Is Not an Option

Functionality and performance are the two aspects of product scope. Performance explains how
effectively the functionality functions, whereas functionality specifies what the product
accomplishes. Another strategy for project balance is to lower the performance of the final
product. By eliminating the testing and quality control activities and working more swiftly and
less thoroughly on other jobs, time and money may be saved.

Positive: Due to our reduced work on the project, the cost and timeline may very possibly be
decreased.

Negative: The idea of Philip Crosby's3 book, Quality Is Free, is that doing something incorrectly
the first time is far more expensive than doing it well the second. Costs increase when
performance is reduced for a variety of reasons, such as these:

A. Rework, or doing the same thing again because it wasn't done correctly the first time, may
increase costs and postpone project completion.

B. Rework done after the project has been completed is significantly more costly. The high cost
of correcting the product cancels out any possible development cost savings.

C. Failures brought on by subpar product performance may be astronomically costly. The cost
of notifying customers and correcting or replacing the product is always borne by the
company conducting the recall. Even lives may be lost as a result of defective products, such
as falling bridges and broken medical equipment.
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D. A company's reputation is harmed by poor product performance, which eventually lowers
demand for the company's goods.

Best application: Never! It is less expensive to accomplish something once than to do it twice, as
Crosby argues. The only valid justifications for reducing performance are provided in the next
section's first option, "Reduce the Product Scope."

CONCLUSION

To produce effective project results, project managers must navigate the difficult trade-off
between cost, time, and scope. Throughout the project lifespan, careful planning, ongoing
monitoring, and wise decision-making are required. This chapter has covered a number of
approaches to deal with this trade-off, including setting project objectives in order of importance,
controlling stakeholder expectations, and using effective resource management. It is clear that
most initiatives will inevitably need making trade-offs between cost, timing, and scope.
However, project managers may successfully manage these trade-offs and reduce the detrimental
influence on project results by setting clear project goals, creating realistic timetables and
budgets, and routinely engaging with stakeholders. Additionally, using project management tools
like risk analysis, change management, and good communication may assist find solutions to
problems and lessen the influence of trade-offs on project outcomes.
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ABSTRACT:

Due to its dynamic nature and the intrinsic creativity involved, the media and entertainment
business offers special problems when managing creative initiatives. This chapter attempts to
shed light on efficient project management techniques that are particularly suited to imaginative
initiatives in the media and entertainment industry. This chapter covers important factors,
methodologies, and approaches that help improve the effective execution of creative initiatives in
this field, drawing on a mix of academic research and industry best practices. Project managers
may successfully traverse the challenges of managing creative activities and enhance the overall
success of their projects by comprehending and putting these ideas into practice.In this unstable
business, the value of risk management, which includes emergency preparation and proactive
problem-solving, cannot be emphasized. Utilizing technology and digital tools may also improve
productivity by streamlining project procedures.

KEYWORDS: Creative, Media Entertainment, Projects, Project Management.

INTRODUCTION

Every film, television episode, music recording, and video game release is the outcome of a
project that generates a special deliverable. However, owing to their highly creative character,
these media and entertainment initiatives vary greatly from the majority of commercial and
governmental undertakings. By listening to seasoned experts in the media and entertainment
sectors, this chapter offers a window into this artistic realm while also collecting thoughts on
how to build and manage a creative process [1], [2].This distinct perspective is made possible by
Lester Frederick, the chapter's author, who works at Full Sail University.

For the media, arts, technology, and entertainment sectors, Full Sail offers degree programs. He
has access to successful Full Sail alumni and business leaders, which allows him to get a behind-
the-scenes look at the production of movies, television shows, and other media [3], [4].

Three major concepts are explored in this chapter:

1. What value does project management provide to these sectors, and how does the job of the
project manager manifest itself there?

2. What development procedures and methods do they use in their quest for originality? Do
they use waterfall, agile, or a combination?
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3. What can we learn from their teams' successful use of creativity?

The chapter will conclude with the presentation of a framework created to build a common
language for media and entertainment product creation after the industry-specific training. The
first lesson is that there might be a definite conflict in certain media and entertainment initiatives
between the method required to get outcomes and the flexibility required for creativity. This is a
never-ending struggle, according to Heather Chandler, who over the course of 20 years directed
the creation of video games at large studios and wrote books on the topic. "Game developers
sometimes skip adopting a formal software engineering process in favor of jumping immediately
into production without clearly deciding how to manage the development cycle, maybe out of a
fear of restricting the team's creativity. Today's developers are conscious of the need to manage
the development cycle more effectively. This chapter will demonstrate how to create a
repeatable, appropriately organized method that allows for creative expression on all kinds of
projects.

Lessons From Film, Television, And Video Production

There is always someone whose duty it is to strike a balance between the timeline and budget
with the artistic intent of the screenplay, whether it be for 30-second commercials, Emmy
Award-winning television shows, or blockbuster feature films. Unit production manager, line
producer, and producer are just a few of the titles that are associated with this duty in the film
and television industries. The bigger the project, the more individuals and titles are involved. In
his more than 30 years of experience working in cinema and television, Stewart Lyons has
handled a range of positions relating to production. Lyons developed the schedule, budget, and
staffing for the television series Breaking Bad, for which he won an Emmy Award. He was also
in charge of making choices on the set to assist the actors and director. He sets up his duty in the
following way: "You have to respect the script. Making your actors and directors appear as
fantastic as you can while staying under budget is the best approach to do it [5], [6].

Film, Television, and Video Production Life Cycle

High-caliber creative work may be found at every stage of film and video production, yet this
work can be organized in a conventional, linear life cycle. The choices that most closely
resemble project management are made at the preproduction stage, when it is planned how to
complete the script's objectives within the allowed time and money. Jerry Ziesmer, a seasoned
assistant director, commented on the significance of planning, structure, and concentration.
Steven Spielberg and Brian de Palma reviewed the number of shots they would need for each
scene in order to complete the day's work. It required hours of careful focus. This procedure is
slowed down for the live-action videos and documentaries that Edge of Cinema's founders
Jeremy Schmidt and Matthew Scura produce for their clients. "We have translated that cinematic
strategy into the business realm. Every single preproduction step is carefully planned out
throughout our highly structured preproduction process. As a result, when we finally get on set,
we can get things done quickly. Most of the time, we can do a full day's worth of work in a half
day, saving the customer money[7], [8].
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The Role of Project Management in Success

To keep projects under their allocated budgets, Lyons will examine the production timeline. He
use tools created expressly for dissecting a screenplay and gathering the materials required for
each shot. It enables us to redistribute resources to the action to maximize our return on
investment. And if required, he suggests making script adjustments. Lyons gives a scenario from
a current production as an illustration[9], [10]. "Weapons were concealed by a covert operative
in a foreign bus station. He intended to enter the airport, go to a row of lockers, remove a duffel
bag containing weapons, exit the building, get in his vehicle, and leave. Lyons is aware of the
expenses involved in producing this photo. "You have to travel to a different nation, put signs up
in every shop you see, alter every license plate, make sure the vehicles are what you want, and
then fill everything in with hundreds of extras. There was no conversation and simply a half page
of narrative. As an alternative, Lyons proposed that the agent conceal the guns in a locker buried
in the desert. We can do it in two hours and save $250,000 in the process. And they accepted the
concept.

Leading in a Dynamic Environment

Lyons asserts that the most effective producers can prioritize. ""The circumstances are changing.
People get ill. Locations disperse. The weather shifts. I'm here to assist people put on a better
performance by thinking of the best solutions to the problems while you keep in mind the
concerns of each department. It manages to concurrently keep all those balls in the air. Projects
and priorities are balanced by Digital Brew's owner, Michael Cardwell. For his clients' marketing
initiatives, Digital Brew creates animated explanatory movies that have won Emmy Awards. His
projects have deadlines, and he depends on client input to keep them on track. The timetable
slips if it doesn't happen. "Because of that, our pipeline is a living thing; attempting to grasp
water in your hands would be impossible. Simply said, it doesn't remain there for very long, and
you have to constantly refill it. The team employs visibility boards so that everyone can observe
the progress of each project rather than utilizing software to update project schedules on a
regular basis. They may see who is accessible, who is busy, and which projects require attention.
This implies that Cardwell can keep his staff busy even while the client-dependent project
schedules are outside his control.

An Industry Driven by Projects That Pioneered Its Own Management Techniques

Since the beginning of the movie industry more than a century ago, it has been crucial to
accomplish the script's objectives on schedule and within budget. It honors the same capacity for
leadership in a dynamic setting and appreciates the same procedures and discipline as
contemporary project management.

Lectures Learned From Making Video Games

Huge sums of money are made from popular video games. To create a game that grabs the
public's imagination and brings in millions of players, established studios and up-and-coming
developers compete. Former Fortnite producer Grant Shonkwiler has worked as a project
manager on blockbusters from both large studios and independent companies. Yes, there is a lot
of project management going on, but producer is the position that is most often employed. For
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comparison, a large game may need a development staff of 100 to 200 content developers and up
to three years. This enormous crew will be divided into many groups of around 10 individuals.
The ten-person teams collaborate with the producers.

Game Development Life Cycle

The main phases are followed by a typical life cycle for designing and publishing a game. Agile
and waterfall methodologies are combined. Shonkwiler places a strong emphasis on
preproduction’s highly iterative, creative labor and stresses getting it done fast. For instance, he
will rapidly put an idea on paper, send it to the team for input, and get their comments. "I cannot
create the ideal game while seated in a room. | must give it to someone and watch as they
puncture it. We then iterate. Paper is affordable. Conceptual art and writing are affordable. As
soon as | hire a full-time programmer, artist, or designer, | begin accruing large expenses. He
estimates that the preproduction stage of a two-year video game development project will take
about three months. By the conclusion of preproduction, the main concept for the game has been
decided. A studio working on a new game must reach this milestone since the firm is likely
seeking to get funds to release the game.

The size of the team has an impact on how formal project management activities are, just as it
would in any sector. The majority of traditional project management procedures may be avoided
by a small game development team at a startup business as needless expense. Since everyone is
seated next to one another at laptops, they can all see what is happening at all times.

Shonkwiler provides an understandable description of the production stage for every business
software developer. A game that is developed using agile software development principles
expands sprint by sprint, is constantly tested, and has new needs chosen from a product backlog.
Risks are identified and monitored. Scrum or Scrumban techniques are widely used. Flexibility is
emphasized in Shonkwiler and Clinton Keith's book Creative Agility Tools. Because they see
Scrum as a set process, many teams find it difficult to accept it. The finest Scrum
implementations in businesses ultimately evolve into something distinctive.3 Shonkwiler
stressed that the practices must meet the demands of the team when talking about the process.
"We worry first about the people, then about how we're making a good game, and then about
how process can support that."

His attitude to crunch, the gaming industry's euphemism for grueling workweeks that may total
up to 100 hours, is an example of putting people's needs first. Shonkwiler disapproves of this
kind of ongoing overwork but acknowledges its advantages when used judiciously and in a
manner that strengthens teams. "We really gel and move forward if we spend a little bit of time
hyper-focused on a goal, and everyone works two hours extra per day for a week—two weeks at
most."

Quality Includes User Appeal

What distinguishes one game from the next in popularity? That type of client happiness is hard to
measure but very crucial. Shonkwiler use a variety of tactics to strike this objective. Agile
routines often include product reviews at the conclusion of sprints. In a town hall structure, the
smaller teams involved in game development individually showcase their work to the larger
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group. Everyone may see the game's development. The exercise fosters teamwork, inventiveness,
and a shared understanding of the changing game. External criticism is crucial. "We begin
inviting individuals to participate and provide comments. We concentrate on making sure that
the feedback becomes overwhelmingly favorable once it begins to trend favourably. This cycle is
repeated until either the numbers are what we want them to be or we have to ship.

Balancing Creativity, Scope, Schedule, Cost, and User Experience

In order to generate an engaging product while remaining under budget and meeting deadlines, a
creative team must be highly engaged for months or years at a time. This is the magic of
directing video game development. The whole complement of project management, agile
development, and team leadership tools are used by effective producers to accomplish this.

Lessons From the Production of Music

Projects for recorded music may be of any size and complexity. Within one day, a gifted
musician may create, record, and upload a song on their website for their audience. An album by
a celebrity may take a year to record. Where is there a place for project management? Although
there are undoubtedly individuals whose responsibility it is to oversee a recording production,
formal project management is far less essential given the small, creative teams that are often
engaged. Inversely, the market rewards innate project management skills. Project management in
the music business is a topic that Jonathan Feist writes and teaches. One obstacle to using formal
project management in artistic undertakings like music is that many artists have a cultural allergy
to the structure and accountability of a regulated environment. Many creative types like to "wing
it" while producing their work. Project management is the complete opposite of winging it.

At major record companies, the position of Artist and Repertoire (A&R) manager/director serves
as an illustration of a formal project management function. At EMI Gospel, Brandon Egerton
served as an A&R executive for nine years. "The A&R is in charge of project management for
developing album projects. They are responsible for managing the project's budget, timeline, and
creative process as well as guiding it to conclusion.

Cycle of Music Production

As there are artists, there are as many different methods to plan and create an album. Indie bands
may hire a recording studio for a brief period of time in order to make a breakthrough. It's
common for well-known performers to compose and collaborate while they're recording,
surrounding themselves with lyricists, studio musicians, engineers, and producers.

demonstrates a realistic sequence that an independent producer or A&R manager like Egerton
might use as a model for creating a single or an album. Popular hit-making composer and
producer Oak Felder is in demand. Felder said, "creating a song used to be as simple as sitting at
a keyboard, pulling out a pad, and creating a tune. Production is what it is right now. You take
out a laptop, use the keyboard, and create a song.

The Role of Project Management in Success

Project managers typically play the role of supporting the success of others. Egerton gives the
example of a very gifted young vocalist who was signed when she was in her teens and came
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from a long line of great musicians. "So now we have this artist who has her own professional
goals but who hasn't had to perform at the level of an artist working with a big record company
who has their own set of goals. | struck a balance between needing to allow her the artistic
freedom she deserves and assisting her in certain aspects of the financial side of the music
business. Of course, the artist did all the work. She co-wrote the songs and sung all the words,
after all. But even simply having that knowledgeable somebody there throughout the procedure
may assist mentor and advise the artist and contribute to the project's success.

It really is a team effort. There was a Grammy nomination as a consequence. Recording, mixing,
and mastering engineers, as well as producers, who have the talent for getting things done are
rewarded by the freelance nature of working on recording projects. One of the top recording
artists in popular music is Jordan "DJ Swivel™ Young. His quick rise from assistant engineer to
mixing engineer to producer and entrepreneur is partially attributable to his teamwork and
organizational abilities. I am quite well-organized. | put a lot of effort into keeping up with
things. | simply put forth a lot of effort.

Swivel refers to important team members of an artist as "making it happen” when they go above
and beyond their responsibilities as mixing or recording engineers. For a budding band that hired
Swivel initially as a co-producer to serve as a sounding board while the group produced its first
album, Swivel's ability to manage a process was essential. They had a deadline they had to meet.
The CD was included in the cost of the tickets for the band's performance tour, so they had to be
prepared. Swivel essentially assumed the position of A&R, guiding the record through final
processing and release preparations.

Make Space for Creative Magnificence

Music projects, which accept the friction between their creativity and their restricted budget and
time, provide obvious lessons on guiding the creative process. Egerton emphasizes the need of
teamwork and trust. In this business, connections and the requirement or need to find solutions to
issues that develop play a significant role in the process. Both the business and artistic sides are
present. It's also akin to oil and water. The business side generally doesn't comprehend the
complexities involved with the creative side, and the creative side typically doesn't want to
engage with the business side. It is crucial to foster a collaborative environment where
outstanding talent may naturally flourish. My responsibility as an A&R man is to complete the
finest product possible on schedule and within budget. To prevent the artist from feeling that
pressure to the point that it destroys the creative atmosphere, | must have their trust.

Feist uses his experience in both music and software to provide advice on how to manage the
creative process. "You have to understand that the creative process requires some room to spread
its wings and wander about in any venture where you're trying to be unique. And for that, you
sometimes have to put up a battle. You need to preserve human ingenuity's ember. You must
take the human soul into account.

Project Management Behind the Scenes

Feist puts it like way: "Successful musical ventures depend on effective project management.
But often, it doesn't seem to be project management as it is used in corporate contexts.
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Learning To Manage Meta Projects (Media, Entertainment, Technology, And Art)

Students that are passionate about their creative expression enroll at Full Sail University. They
have a ton of ambitions, including the desire to create video games, music aloums, and animated
superheroes for full-length movies. Students quickly discover that creating movies, video games,
and recorded music requires managing projects as they hone their creative and technical abilities.

Media, Entertainment, Technology, and Art
(M.E.T.A.) Life Cycles

Eclectic Product Film/TV/Video Game Music
Development Production Development Production
(EPD) Life Cycle Life Cycle Life Cycle Life Cycle
AN WA e
& | & N
Define Development Initiation Conceive
Anslysis. High Concept Doc | Graen-it Script and Package| REQS. High Concept. Pitch | Lyrics, Rhythm, Maiody, efc.
Design Pre-production Pre-production |Compose & Arrange
(UX) Design Doc. Lo-Fi Sample | Script Beeakdown Sheets | GDD & Lo-Fi Protolype |Harmony. Scratch Recarding
Develop Production Production Record & Edit
MVP. Med-Fi Prototype | Raw Audio Visual Footage | First Piayable. Alphs Build | Demo. Enhanced Song(s)
Detect : 7 4
(Test) Post production Testmg Mix
Mevative Hi-Fi Proto Product |  Digital Cinems Package | Bug Tracking!Fixing & Beta |  2-Channel Stereo Track
Deliver Distribution Release Master & Release
Final Product. Implementation| Final Motion Picture or Video Gold Mastar Buld Cohesive Hi-Fi SongIEPILP
Debrief & Determine Debrief Postmortem Debrief
Lassons Laarned & Evaluation | On-gaing Dales In Production|  Project Review Noles Orn-guing Discussions
Title for the project manager role
(Digital) PM, (Cne) Producer | Gaine AZR Manager
Producer, Team Lead, or Producer or
or Agile Coach {Unit) Preduction Manager Music Producer
Key Activities, Deliversble(s) or Milestona(s)

Figure 1: Emphasizing the critical activities and deliverables of each phase [srcibd].

All creative undertakings adhere to a variety of growth life cycles, as this chapter has shown.
distinct projects and industries might have distinct project life cycles and phase names. That
leads to frustration and unneeded misunderstanding. Lester Frederick thereupon developed the
Eclectic Product Development (EPD) Life Cycle. For managing M.E.T.A. projects, particularly
those including digital storytelling, the EPD Life Cycle is a hybrid life cycle that may encourage
effectiveness, consistency, and originality. It's a well-balanced combination of recent and
successful ancient methods. By using the same procedure to many project kinds, students get
practical experience and repetition of the most crucial ideas and skills. Figure 1 depicts the EPD
Life Cycle stages that correspond to the typical stages of video game, film/TV/video, and
recorded music productions.

Using a Replicable Process to Manage the Project and to Develop the Product

"Start your process guides at a high level and allow the user to add more details when needed,”
said Michael Leser.8 The goal of any effective development process is to provide a consistent
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language for all project stakeholders and a common framework for viewing every project inside
the business. Frederick's Fusion PM Methodology accomplishes this.Frederick highlights that the
lean, waterfall, and agile processes are all integrated into the Fusion PM Methodology. To
reduce waste and increase value, it is intended to increase uniformity and efficiency. It is flexible
and adaptable, and it may be used for any M.E.T.A. project. For instance, moves from the Define
to the Design phases using a linear and systematic manner (waterfall/predictive). When it comes
to iterating between the Design, Develop, and Detect (Test) stages, it then adopts an incremental
and iterative approach (agile). Finally, from the Deliver phase to the Debrief and Determine
(Evaluate) stages, it returns to a linear approach. To encourage uniformity and clarity, the phase
names for the EPD Life Cycle and the Fusion PM Methodology are the same.

Fusion might benefit from the addition of a Kanban board to track work progress. By using the
Fusion PM Methodology to tailor the project management and product development processes,
new colleagues might be onboarded more rapidly. A fresh animator, for instance, may
collaborate with an integrative team on a film or game production and better comprehend the
many steps and procedures. Students that use this practice discover that it may close frequent
barriers in cooperation and communication

CONCLUSION

In order to effectively manage creative initiatives in the media and entertainment sector, one
must adopt a sophisticated, flexible strategy that takes into account the particularities of the
business. This research has emphasized a number of crucial insights to improve project
management efficiency in this situation. First and foremost, it's essential to set precise project
goals and objectives while allowing for flexibility and creative experimentation. The success of a
project depends on the team members' ability to communicate and work together, including
artists, technicians, and management. Additionally, using iterative techniques like agile
approaches may promote ongoing improvement and adaption throughout the course of a project.
Last but not least, sustaining a motivating and exciting work environment that encourages
innovation and creativity is crucial for the project team's engagement and motivation. Media and
entertainment professionals may successfully manage creative projects and create successful
results in this thriving business by using these insights and customizing them to their own project
demands.
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ABSTRACT:

The creation of a high-performance project team is essential for success in the cutthroat business
world of today. The main elements and techniques for assembling a high-performance project
team are examined in this essay. It talks about how crucial it is to have clear objectives, good
communication, role clarity, diversity, and ongoing learning. The relevance of establishing a
strong and cohesive team and the favorable effects it may have on project results and
organizational performance are highlighted in the abstract.The ability to continuously acquire
new information, skills, and best practices is crucial for the development of both individuals and
teams. This helps the team be flexible and agile in overcoming obstacles and capturing
opportunities.

KEYWORDS: Ground Roles, High-Performance, Organizational, Project Team.

INTRODUCTION

There has been an unstated assumption made as we have described the science of project
management in earlier chapters: that the members of the project team would collaborate well to
create plans, manage risks, carry out tasks, and commit themselves to achieving the clearly stated
project goals. However, that isn't always the case. Some teams struggle to communicate
effectively despite having thorough planning and regular status meetings. The frustration of
cooperation, which is marked by squabbles, fruitless meetings, and a joyless slogging as the
project slips farther behind schedule, is something that most of us have at some point or another.
Consider the fact that project teams are transient entities that exist just as long as the project
does. How can we expect the team members to dedicate themselves to the success of this
project? It is no secret that without the dedicated, collaborative effort of a strong team, the
science of project management cannot produce successful projects[1], [2]. A team is defined as
"a group of people working interdependently to produce an outcome for which they hold
themselves mutually accountable™ in order to properly explore this subject. Another feature of
project teams is that they will only exist for the duration necessary to complete the task at hand,
after which they will disperse[3], [4].

This chapter's goal is to provide suggestions for assembling a productive project team. It is a
lengthy chapter since the subject is broad. So it will be simpler to absorb all the information if
the chapter's structure is briefly explained. The introduction establishes how the dynamics of the
project team influence project success. By comprehending the two main challenges that all
project teams have, we'll also start to address the issue of creating a cohesive team in these first
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few pages. Next, we'll utilize a model or framework to illustrate the elements that make up a
high-performance team. At first, a high-level description of the framework is given.

The rest of the chapter then thoroughly examines each part of the framework. We determined
that the project manager's principal responsibility is to lead stakeholders, and that every chapter
in this book offered resources for doing so. We restrict the topic of this chapter to the difficulty
of assembling a strong team from a group of individuals who have been given an assignment to
complete. By outlining the qualities a team must have and the procedures a project manager must
take to construct the team, we will give a framework for creating a high-performance project
team. We won't discuss managing particular people or specific performance issues, despite the
reality that one or two disruptive individuals may ruin a whole team [5], [6].

The Importance of Project Team Dynamics

A poor, unwilling team is not only ineffective, but it may also make your work a daily struggle
marked by animosity and frustration. Negative interpersonal dynamics on teams drive people to
burn out, explode, or leave their employment. On the other hand, when describing how they
managed to complete a project when everything appeared to be going wrong, many individuals
mention the power of a team or their wonderful coworkers. This chapter has the most potential to
alter the way you and your team interact at work on a regular basis out of all the subjects covered
in this book [7], [8].

Every Project Leader Must Foster a Sense of Team

Every project team requires a leader who will intentionally invest in developing a solid,
harmonious, and competent team. Regardless of whether the project manager gets to choose the
team members, it is always their duty to maximize performance. Just as important as project
conceptualization and planning is team formation[9], [10].The labor of numerous individuals
might be needed to complete a job without them having to work together as a team. For instance,
organizing a large conference may involve hundreds of individuals to perform at precisely the
right time and in the correct location, yet many of these individuals won't communicate with one
another prior to, during, or after the meeting. Despite playing important roles, caterers,
conference speakers, audiovisual technicians, and trade show exhibitors are often controlled
alone by the conference management team with minimal interaction between them. In other
circumstances, the project team does need periodic meetings and communication, but individuals
are able to do their own tasks without consulting the rest of the team. Take into account these
two factors while determining your personal team's cohesiveness need.

1. For tasks to be completed, people must work together.
2. Rather of producing separate parts, the team is responsible for the whole product or service.

All the criteria mentioned in this chapter assist your team to the extent that they are true. You'll
still need to follow the science of project management—knowing the objectives and limitations,
monitoring progress, and coordinating activities—if these conditions don't present, but coherence
won't be as crucial. The dependency of the team members may be used by the project leader to
determine how much effort should be put into maintaining team cohesion.

The Challenge of Building Project Teams
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Why is it so challenging to make a team click? It may seem strange, the consequence of chance,
and undoubtedly unexpected to a beginning project manager. However, the happiness and
productivity that come with a high-performing team are too significant to depend on chance. In
actuality, there are two main difficulties that any project team must overcome in order to succeed
as a high-performing unit:

1. Complex problem-solving project teams are formed, and they must work together to find
solutions.

2. Because project teams are transient, they must develop their interpersonal skills.

Knowing these two difficulties helps explain why some teams succeed while others never do.
Throughout a project, teams that are able to make choices efficiently and effectively together
become closer and more successful. These two challenges are addressed by the framework that is
presented in this chapter. Prior to introducing the framework, it is important to comprehend the
two issues that our teams must conquer since doing so will help us be more prepared to do so.

DISCUSSION
A Series of Problems to Solve

You may be surprised to learn that your project can be seen as a set of challenges to be solved,
but think about these common tasks you'll encounter on both big and small projects:

1. Establishing the project's objectives and success standards.

2. Choosing between costs, schedule, and scope trade-offs.

3. Creating a product, or even a component inside a component, from scratch.
4. Designating a date and location for a milestone celebration.

To complete any work, a team of individuals is required. Some of these choices can be simple to
make, while others might be trickier. But when projects are evaluated in this light, it is evident
that there are many issues to be resolved. So called knowledge workers anyone from engineers to
lawyers to administrators who rely on their minds rather than their bodies to do the task face a
greater problem. Knowledge professionals often take on challenging, abstract issues. A set of
choices must be made when creating a marketing campaign, an airplane wing, or a salary and
benefit structure.

Humans have a propensity to solve issues in a number of ways. While some of us think logically,
others think intuitively. While others concentrate on the larger picture, other people examine the
specifics. While some of us feel at ease discussing issues and potential solutions aloud and
developing our opinions as we talk, others won't say a word until they have carefully considered
the facts and developed an opinion. While any of these strategies may work well for us
individually, combining them in a team setting may lead to confusion, which breeds resentment
and mistrust.

Utilizing a varied team's capacity for problem-solving is difficult as a project leader. The tips and
tricks in this chapter will assist you in creating a team that enjoys problem-solving and generates
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really synergistic outcomes, such as choices and products that are better because they were
developed by a team with a variety of skills and personalities.

Temporary Teams

Project teams also start and finish as projects do. Teams are not only transient, but the tendency
toward teams that span corporate, national, and even functional lines makes it more likely that a
new project team will be made up of individuals who have never collaborated before. It takes
time to establish mutual respect, trust, efficient communication styles, and the capacity to sustain
healthy relationships despite conflicts. Most importantly, the project team leader must make a
deliberate effort. This chapter outlines specific steps you may take to transform a team from a
disorganized group of people into a functional one.

Recognizing the issue lays the groundwork

The chapter has thus far addressed the reasons why it is important to consider the project team's
well-being as well as the difficulties we will encounter in doing so. We then go over a broad
Framework for comprehending the ideal team members. The next sections of the chapter are
divided into closer examinations of each of those elements.

A Framework for Building High-Performance Teams

So far, we've discussed the value of a solid team and the difficulties in building one. But just
what do we mean when we refer to a high-performance team? In this part, we look at the
characteristics of such a team and provide a framework for creating one.

Teams with high performance go beyond just being very productive. When a team of talented,
experienced individuals works together, they may be quite effective until they encounter a
roadblock or an unforeseen difficulty. This is the time when the team either demonstrates its
strengths or weaknesses.High-performance team framework is depicted in Figure 1.

/ Project Team \
Point A Point B
Leadership
Continuous
Learning

| J

The project team takes the project from poet A %o point B, spanning the distance just as a bridge spans from one

point to another. An arch strengthens the bridge span. The high paerformance feam arch strengthens the team

Figure 1: High-performance team framework [scribd]
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We may divide the elements of a good project team into three categories, as the figure illustrates,
and they cooperate in a similar manner to how an arch supports a bridge. The characteristics of
our collaborative arch are similar to those of a structural arch:

1. Each component is necessary for a strong team.
2. The way the parts fit together gives the arch its strength.
3. The strength of one component cannot make up for the weakness of another component.

Think of your project team's objective as traveling from point A to point B. The project team acts
as the bridge in the model, connecting points A and B. For easy tasks, you could just gather a
group of individuals, throw them into the project, and they would manage to go from point A to
point B without any extra focus on team development. Similarly,throwing a few sturdy planks
over a small ditch may quickly and simply create a rudimentary bridge. That's OK for basic
projects and simple bridges, but if the weight of a complicated project is to be supported by the
bridge, it must be sturdy. The arch's main function is to provide a team carrying a big weight the
strength and support they need.Here, we introduce the three main elements of our model positive
team culture, cooperative problem-solving, and leadership along with each of its constituent
elements. Later in the chapter, each component is explained in further depth.

A Positive Team Culture

Through more productive work habits, a good culture fosters respect and trust among team
members and improves performance.

The following four things are necessary to create this culture:

1. Team ideals and work habits are outlined in the ground rules. The team's principles are
reflected in the ground rules, which are clearly stated standards concerning personal conduct.

2. A collective identity based on dedication to a common objective. Clarity on the project's
goals and scope, evidence of the project sponsor's support, and knowledge of the talents and
contributions of each team member are all necessary for this commitment.

3. The capacity to hear. Exchanges of ideas are necessary for problem-solving, but they can
only happen if team members make an effort to hear viewpoints that vary from their own.

4. The capacity to successfully run meetings. Meetings are where a lot of cooperation gets done
(or at least it should!). A meeting must be actively guided toward the objectives, much like a
project, and it must start with goals and a strategy.

When a good culture is broken down into these components, we can see that it is not just an
idealistic state; rather, it is a collection of abilities and observable behaviors that a project
manager can foster. Additionally, this supportive atmosphere yields two crucial qualities of the
high-performing team:

1. Individual ownership of the group objective. Each team member evaluates their personal
accomplishments in light of the team's objective. We've found a potent source of drive and
resolve when team success becomes a question of pride in oneself and one's work.
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2. Solid interpersonal connections built on mutual respect and trust. Many people who have
worked on high-performance teams find that the friendships formed throughout the project
were far more fulfilling than actually completing it. Because it reproduces itself, this
ingredient is both the most important and the hardest to find. Respect fosters respect, and
trust grows trust. Because they enable us to rely on one another, trust and respect are crucial
for individuals who work in interdependent teams because the total must be greater than the
sum of its parts.

Collaborative Problem-Solving Capability

We've established that project teams need to learn how to collaborate in order to address a
variety of difficulties. Focus on the following four team skills to develop this collaborative
capability:

1. The ability to solve problems using a recognized approach. A team made up of people with
different talents and working methods has to come to an understanding on the procedure they
will use to solve all kinds of issues. Each team member may adapt their working style since
they all understand and trust the problem-solving method.

2. Being aware of and using various decision-making processes. The project manager alone
makes certain choices, while the team as a whole makes others. Only these two decision-
making processes are examples. Understanding the many decision-making options and
intentionally selecting the best one for each choice are necessary for efficient decision-
making.

3. Techniques for resolving disputes. Superior decision-making requires inventiveness, which
always results in conflict. Teams that have reached maturity embrace and respect
disagreement as inevitable. They know how to use disagreement to obtain the greatest
outcomes while preserving solid connections.

4. Ongoing education: The team's culture must support a certain level of risk-taking when
creativity and ground-breaking ideas are needed, and it must be able to enhance its own
performance throughout the project by learning from both success and failure.

The team can improve each of these skills, albeit not all of them are easy. Together, they provide
a really synergistic outcome: choices and outcomes that are greater because they were produced
by a team with a variety of learning styles and abilities.

Leadership

The leader, who unites the team by emulating the abilities and qualities found in the two legs of
the arch, is the cornerstone of our high-performance architecture. Without one or more
individuals proactively addressing the team's health, no team will be able to attain its full
potential. The team's skills are the main area of concentration of the framework. Because of this,
we will confine our discussion of leadership to the steps a leader must take to develop and use
these skills.
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Knowledge Is Important

In the medal rounds of the Winter Olympics in 1980, the U.S. Olympic hockey team defeated the
powerful Soviet Union squad and went on to win the gold medal. The fact that the considerably
younger, all-amateur American team defeated the seasoned Soviet squad that was much expected
to win was the ideal illustration of the strength of a coherent, unified team. Herb Brooks, the
coach who oversaw the event that became known as the "Miracle on Ice,” had this to say about it
years later: "We could not defeat the teams we beat merely on skill. We would not have
succeeded if we had ignored the importance of teamwork and depended just on individual
brilliance.

Every business has its share of underdog tales stories in which the strength of a cohesive team
results in unexpected, often miraculous, outcomes. Each tale serves as evidence for the chapter's
topics. Never lose sight of the fact that these underdog teams weren't comprised of well-known
stars, but they also weren't made up of amateurs, incompetents, or people with attitude issues.
The highperformance team structure makes use of your team's abilities, but don't anticipate a
miracle if such talents don't exist. Determine the talents necessary for the project in a realistic
manner, and ensure that the team is either equipped with these skills or is able to acquire them
throughout the project.

Responsibilities of Leadership

In this chapter's section, we emphasize leadership the cornerstone of our high-performance team
structure in the context of how a project manager affects the core team's performance. The four
areas covered in this section include the leadership behaviors that support a high-performing
team.

Attend to the Health of the Team

Allocating time for the team to develop the talents outlined in this chapter is the first necessary
leadership action. Although the action is straightforward, the thought is not. Our days as project
leads are jam-packed with status conferences, troubleshooting, and finishing our own work.
Being on schedule, within budget, and following instructions are the benchmarks by which we
judge our success. Almost no one will request your high-performance team development strategy
or insist that you invest time and money into creating one. Team development demands personal
belief that team health genuinely influences the project's outcome in the face of these seeming
priorities. We put this belief into practice by devoting team and leader time to assessing and
enhancing the performance of the team's constituent parts.

Early on in the project, team building is crucial, but it's also crucial to pay constant attention to
the team members. For better or worse, remember that the people on your team are real people
with sentiments, egos, hobbies outside of work, and long-term career objectives. Their
motivation, trust in the project leadership, and the respect they get will all have an impact on
how well they perform personally.

Recognize their accomplishments and efforts. Be careful not to exhaust them by working them
too hard. More respect should be shown to them than you would like for yourself. Your shown
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care for them as people will be a decision element in whether the project requires an above-and-
beyond effort, and it will determine if that effort is made.

Display Your Support for Accountability

Execution is essential for initiatives to succeed. Plans are useless if the team doesn't follow them
through. Leaders set the tone by following through on their commitments and fulfilling their
duties, and they demand the same of every team member. Holding team members responsible
may call for frank discussions and concrete penalties for poor performance. Although it is not the
most enjoyable element of a leader's responsibilities, we have a duty to the team to ensure that
the efforts of some are not undermined by the underperformance of others.

Personal Drive to Lead by Example and Inspire the Team

You lead by example for the team. Rarely do the team's enthusiasm, attitude, and dedication
surpass those of the leader. Keep in mind that everyone is watching you, and then act like an
inspiring leader.

Leadership Synopsis

The foundation for high-performance teams is built upon the leadership roles we've discussed in
this part. The other elements of the framework would be much weaker without leadership.

Ground Rules

Beginning with the first meeting of the team, constructive culture-building is started. To clarify
that teams don't start off in high-performance mode, we added Bruce Tuckman's Stages of Team
Development. They change. The team seeks organization throughout the Forming period, as
Tuckman said. By creating ground rules, we satisfy that team need and get started building our
team's culture. The team's beliefs and expected behaviors are outlined in the ground rules.
Making these expectations clear achieves three objectives:

1. Team members are aware of their responsibilities as dependent individuals.
2. The team has the chance to create and control its culture.
3. You provide the framework the team needs.

Although they may apply to a wide range of situations, ground rules often fall into two
categories:

1. Team principles: By highlighting actions or attitudes that uphold a value, ground rules
strengthen that value. A project to reform a company's pay plan is an example where the
team would wish to stress the value of secrecy.

2. Meeting conduct: Setting ground rules for meetings is a traditional use of ground rules.
Since we often discuss options, give new tasks to one another, and engage in other creative
activities, it is crucial that our actions show respect for one another while also maximizing
the time we have together.

Although certain ground rules, such "listen to and respect other points of view," may appear to
state the obvious, the truth is that such plainly desirable behaviors don't always occur on teams.
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The team leader may use ground rules to get everyone on board with what is expected of them,
and they also act as a reminder of those expectations. Post the guidelines for the first several
project team meetings and make use of them as necessary. It may not be essential to publicize
this set of plainly apparent principles if it is evident that the team has assimilated them.

CONCLUSION

Building a high-performance project team is a complex process that needs careful consideration
of several important elements. Goals that are precise and well-defined provide the team members
a feeling of purpose and direction, promoting cooperation and dedication to the project's
objectives. Sharing information, settling disputes, and fostering a collaborative work atmosphere
all depend on effective communication. Role clarity makes it possible to assign tasks effectively
and helps team members understand their duties. Incorporating diverse viewpoints, experiences,
and talents within the team fosters increased creativity and problem-solving ability. Achieving
great performance depends on putting together a team of outstanding people with complementary
talents and knowledge. Talent draws talent, and a strong team with a supportive culture and a set
of guiding principles encourages motivation, engagement, and production. A better project
outcome, such as on-time delivery, high quality, and customer happiness, is the end result of a
high-performance project team that ultimately helps a business succeed.
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ABSTRACT:

Success in every firm depends on developing solid team connections. This chapter examines the
value of understanding team members' talents and differences and how these affect productive
teamwork. Teams may access a wide variety of abilities and perspectives by identifying and
using individual strengths, which improves problem-solving, creativity, and overall team
performance. The significance of open communication, respect, and inclusion is emphasized in
this chapter's main tactics for creating a culture within teams that values diversity and
recognizes individuals' individual abilities. By putting these tactics into practice, companies may
establish a setting that recognizes and capitalizes on each team member's distinct contributions,
leading to greater results and stronger team bonds.

KEYWORDS: Listening, Project, Problem-Solving, Team Members.

INTRODUCTION

When an army colonel was chosen to head a task force that included soldiers from every branch
of the armed forces, he knew his success would be hampered if he couldn't persuade the team
members to put the team's aims above the goals of their particular branch. Gaining each team
member's commitment to a single objective that everyone will hold themselves responsible to is
a challenge that all temporary teams must overcome. The four components of developing a team
identity that are discussed in this section have a significant role in fostering this commitment. To
add to the supportive team culture, everyone works together to create this new element [1], [2].

We Learn Through Repetition

The team's purpose is made clear to all members when the project objectives are presented at the
first team meeting. This is significant because the objective ought to serve as the team's North
Star, a point of reference that guides all teamwork. Each team member must thoroughly
understand and internalize the aim in order for it to have that degree of effect, which can only
occur via repetition. As the project manager, you may use the following simple steps to
effectively repeat the goal:

1. Put the objective at the top of the agenda for each meeting. Even though you won't
necessarily need to bring it up, having it there at every meeting will serve as a constant
reminder.
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2. When presenting the project to a new team member or stakeholder, start with the project aim.

During early meetings, bring up the objective regularly, especially while making decisions.
For example, say, "Let's remember that our ultimate goal is to have the right products on
hand and to decrease excess inventory; therefore..." You will demonstrate to the team how
the objective is connected to every team action.

Identify the Organizational Alignment for the Project

Give the project's internal organizational context. What kind of connections are there between
this project and other projects? How will this project impact the strategic objectives? Exist
defined priority between these projects if this project shares staff and other resources with them?
Even while we as project managers often think of our individual projects as being important, we
must be realistic about how they fit into the bigger picture. Some details on the value this project
brings to the company are included in the project charter and business case. A source of
knowledge will also be your sponsor[3], [4].A project's organizational alignment may be
intricate or ambiguous. Similar to the project aim, it could take some time and practice for the
team to fully comprehend. You could invite other project stakeholders to a project meeting in
addition to yourself to discuss how the project will affect their operations. For instance, it is
usually advantageous for information technology project teams to interact with the users of their
systems [5], [6].

Demonstrate Management Support for the Project

The role of a project sponsor is to support the project manager and project team. A temporary
project team requires the strength and influence of a sponsor to get over organizational
challenges, as was covered in Chapter 6. In order for the team to recognize that it is not working
alone to complete the project, it is also necessary for the team members to feel essential to the
business. Sponsorship indicates that the team and the project are important [7], [8].

Look for chances as the project manager to include the sponsor or other engaged executives in
team activities. Ask your sponsor and top management how they would want to engage in the
project, especially to show support for the team, while you are working with them. Here are
some traditional sponsor events:

1. Attend the launch meeting to discuss the project's significance and purpose.

2. To appreciate the work of the team, keep showing up to project team meetings as needed
throughout the project, especially after noteworthy achievements.

3. Call or visit a team member to express gratitude for their contributions to the team's
performance.

The project team will get more enthusiastic as a sponsor expresses interest in it. Early visible
management participation generates interest; ongoing visible involvement generates
commitment.
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DISCUSSION
Build Team Relationships Based on Understanding Strengths and Diversity

Strong teams depend on connections that are constructive and effective amongst team
members—relationships that the project manager may actively nurture. Positive, effective
relationships in a project team do not always imply that all team members will be close friends
who like to socialize outside of the office. Instead, these connections acknowledge that, as
coworkers with a shared objective, everyone will succeed more if they treat one another with
respect, work together, and take responsibility for the team. There are a number of characteristics
that we might attempt to develop in these partnerships [9], [10].

1. Everyone in the team is aware of their contributions and skills. Each of us contributes a
variety of skills to the project team, including technical experience, client understanding,
business acumen, and other skills. This understanding makes us more dependent on one
another.

2. We are aware of the advantages and dangers associated with mixing introverts and
extroverts, big picture thinkers and detail-oriented individuals, task-oriented people and those
who are people-oriented, etc.

3. We have faith in our coworkers to fulfill their commitments and uphold their word.
4. In addition to being coworkers, we also see one another as people.

Humans have a wide variety of feelings and events outside of the job, including becoming ill,
going on honeymoons, celebrating birthdays, becoming stressed out by family-work trade-offs,
and overall having a range of emotions and experiences.These elements, especially trust, may be
challenging to develop, but the team leader can start by giving members of the team early
opportunity to get to know one another. Try out a few of these things:

1. As each new team member joins, do an interview with them to learn more about their history,
areas of expertise, and specific project objectives. Introduce that individual to the team at the
next team meeting. If you know in advance what you'll be asking individuals to say during
the meeting, you may also ask each participant to come prepared to introduce themselves.

2. Feed attendees during meetings. Even better, arrange a working lunch where the cost will be
covered by the project. The act of sharing a meal together is a powerful symbol, and the
downtime will allow for closer relationships.

3. Hold frequent in-person meetings, if practical. While every meeting should have a goal and
be fruitful, keep in mind that getting together for a cause fosters identification and a feeling
of community within the group.

4. If the group is geographically dispersed, it is best if they can meet together as soon as
possible. Early on in the project, a single day-long brainstorming session will hasten
relationship development far more quickly than teleconferences or any other technological
medium.
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These are all easy chores that may be completed alongside other project responsibilities. Each
helps individuals learn about and understand one another. Of course, there are a lot of project
teams whose difficulties justifiably warrant spending hours or even days engaging in activities
whose only goal is to strengthen working relationships. These illustrations highlight the breadth
and range of options we have:

1. A variety of personality and behavioral evaluation instruments have been created to aid
individuals in understanding their own preferences and working methods. Of these
instruments, the Myers-Briggs Type Indicator is arguably the most well-known, although
there are many more to choose from. Each makes an effort to aid in our understanding of
ourselves, others, and how our various working styles impact teamwork. We could set out a
few hours as team leaders to train our teams on how to use such a tool.

2. Physically demanding team-building activities have been created to help teams concentrate
on their interpersonal relationships. These activities, which are often led by specialists,
include learning to sail a boat, rappelling down a cliff, and traversing a rope bridge that is 40
feet in the air. These activities specifically aim to highlight the value of the presence (or
absence) of trust among team members. The teams want to apply the skills they gain from
working together in these difficult situations to their everyday job.

Early attention to team dynamics accelerates team development, yet relationships are dynamic. It
is the responsibility of the project manager to keep this issue in mind throughout the duration of
the project and to deal with any deteriorating relationships.

An overview on creating team identity

The process of developing a team's identity is organic and gains strength via repetition and focus.
Remember Tuckman's phases of team development as you try to integrate these components into
your project team, and modify your communication style as necessary. When the team is only
forming, the structure of your early efforts to define the objectives and scope and give the project
a solid start will be appreciated. Similar to how early efforts to build connections may be
welcomed and may seem successful, more focus may be required when the team enters the
Storming phase. If you invest in building a strong team identity, you'll see that your team moves
quickly from Norming to Performing.

Team Listening Skills

Strong communication skills are used when groups of people get together to tackle a shared
problem and succeed in doing so with imagination and persistence. No communication ability is
more crucial in such a dynamic problem-solving setting than listening since it is only through
hearing that we can appreciate the worth of another person's perspective. Additionally, while
participating in the give-and-take of creation, excellent listening fosters respect and creates trust.
| treat you with respect as | try to comprehend your concept, which fosters trust and makes it
more likely that you will regard my views equally.

A personal communication skill is listening. Each team member must possess this in order to
effectively solve problems in groups. Project managers are responsible for modeling, imparting,
and coaching this competence. Here, we've highlighted a few well-known rules that you and

TRANS Asian Research Journals

http://www.tarj.in 160



TAIMMR

AJMMR: Trans Asian Journal of Marketing & Management Research
ISSN: 2279-0667 Vol 11, Issue 1, January 2022, Special Issue Impact Factor: SJIF 2021 = 7.263
A peer reviewed journal

your team may adhere to. As your team members gain this ability, it will help to achieve the
overarching objective of creating a supportive team culture.

Active Listening

Active listening suggests that it takes work and expertise to listen to others and really absorb
their intended message. It is simple to see why when you think about some of the innate barriers
to listening.

1. We may be physically distracted from a speaker by things like a hot, stuffy conference room,
a phone, or a computer screen with an email inbox.

2. Having prior knowledge of the topic gives us preconceived notions about what the speaker
will say. Whether we have a lot or little knowledge, our own opinions may obstruct the
speaker's message.

3. When a speaker's speaking style or ability differs from our own, we may get perplexed. Not
everyone is adept at expressing thoughts succinctly or with clarity. Jargon and idioms
exclusive to one organization or region must be translated for outsiders.

4. Distractions in our minds might come from other issues we are dealing with, prior
interactions with the speaker, irritation, or impatience with the meeting. As a result of our
brains' capacity to think nearly twice as quickly as we talk, we often find ourselves mentally
wandering while listening to a conversation.

Even more talent is needed to listen during team meetings than during one-on-one interactions.
Meetings often have a lot of inherent barriers to listening. Naturally, whomever is in charge of
the meeting should also be in charge of the active listening, but that may not be enough. In order
to grasp just one person's point of view in an open discussion, numerous participants may need to
adopt active listening strategies, such as summarizing or asking clarifying questions. This
emphasizes how crucial it is for every member of the team to possess these abilities.

The Most Important Skill: Suspending Judgment

The physical exercises | just mentioned help us focus our body and show that we are paying
attention, but true listening only occurs when we refrain from judging what we are hearing
before we react. For instance, someone may say, "The best vacation is in Phoenix in the
summer." Do you hear yourself saying, "Hah! Phoenix's summertime temperature reaches above
100 degrees every day; don't go there for a vacation. The voice may also have said, "Phoenix in
the summer. | don't comprehend. I'd best pay careful attention. You have just put your judgment
on hold in an attempt to comprehend whether the voice in your brain leans more toward the
latter. If your voice sounds more like the first statement, you have already formed a judgment
without having all the information. Which reaction would you desire from your team or a team
member when you introduce a fresh idea?

Suspending judgment is a discipline that must be actively practiced on a personal level. By using
this ability, we decide to postpone having an opinion or responding to what the speaker has to
say. Instead, we work on developing our active listening skills until we can confidently say that
we do comprehend. This ability is even more useful when the speaker is having trouble
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expressing their point. If we don't put in the effort, we won't comprehend, whether it's because
the topic is delicate, the speaker feels uncomfortable speaking in front of the group, or the
speaker doesn't have the language skills. This ability becomes considerably more potent when
those in positions of authority use it. We shall convey that we appreciate the speaker's input by
being patient and respectful. Respecting one another strengthens the wonderful environment
we're aiming to create for our team.

Teach Your Team to Listen

Your team as a whole needs to practice effective listening. By taking a few steps early on in the
project, you may hasten its development.

1. Recognize the team's talent level. That will inform you of how officially and promptly you
should approach the talent.

2. Schedule the skills-teaching time. It is appropriate to devote some attention to the team's
effectiveness throughout the project. Show a film, distribute and debate a worthwhile article,
or invite a qualified trainer to educate the group.

3. As the project manager, you may show others how to listen effectively by setting an example
for them.

4. Keep an eye out for the team's members who listen well. When summarizing a team meeting,
call attention to them and emphasize how active listening improved the conversation.

5. Specify in your ground rules that active listening is a preferred habit.

If talks turn into disputes during meetings, bring up the ground rules as a reminder. Learning
how to listen together quickly pays dividends. Although it is not a tough talent, it does need
practice and a deliberate effort to become better.

Listening Is a Team-Building Activity

Our project teams briefly get together to address a number of issues. They will probably argue
often as the group attempts to discover fresh answers and learns to work together. Even while
this kind of confrontation or disagreement is a sign of a good conversation, not everyone is
accustomed to it or feels comfortable with it. With the listening abilities we've discussed here,
individuals may have polite dialogues about ideas and pursue the best answer all while keeping
connections. If a team leader is able to impart these abilities, the squad will be able to advance
through Tuckman's Storming phase more swiftly. Last but not least, listening abilities play a
unique function in the framework for high-performance teams since they are a prerequisite for all
other capacities.

Meeting Management

In meetings, a lot of teamwork is done. We collect and disseminate information, organize work,
identify new issues, allocate responsibilities, and make choices. Meetings, where we come
together to advance mutual objectives, also serve to strengthen team identity. Successful
meetings exhibit all the traits of a high-performance team and result in a product that is superior
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to what any team member could generate on their own. The fourth and last item we'll cover deals
with the high-performance aspect of a healthy team culture: meeting management.

Unfortunately, we have all been to meetings that were unsuccessful and just led to boredom and
irritation. We establish the rules for conducting project meetings as the team's leader, whether we
do it ourselves or someone else does. The section that follows lists acknowledged best practices
for facilitating productive meetings. Every element of the highperformance team structure is in
use throughout the meeting, and any weaknesses will manifest as behavior that reduces the
effectiveness of the meeting.

Meeting Structure and Stages of Team Development

Team meetings' formality and format inevitably evolve during the course of a project team's
existence. The team will appreciate the structure that agendas, action items, and meeting minutes
give throughout the Forming stage. It will probably become harder to keep a meeting on track as
the team Storms, which is all the more incentive to employ these meeting management tools. The
advantages of organized meetings will start to emerge when team members develop productive
meeting habits once the Norming stage starts. Now you may start delegating meeting leadership,
which you'll enjoy more and more as the team advances to the performing stage.

Building a Positive Team Culture: A Review

We want the members of our teams to hold one another responsible for achieving a shared
objective. The team members want mutual respect and to be able to trust one another. They also
want success so they may see the fruits of their labor and abilities. As indicated on the left side of
the arch in our highperformance team model, ground rules, listening skills, meeting management,
and the behaviors that foster team identity all work together to establish a healthy team culture. It
is your responsibility as the team's leader to put each of these components in place.

Collaborative Problem-Solving

There is plenty of evidence that collective choices are better than those made by a single
management or executive acting alone. A group may approach a challenge with greater context,
knowledge, and creativity. In addition, individuals of the group that made the decision are more
likely to be dedicated to seeing it through if they are also in charge of carrying it out. The
benefits are obvious, but they are not always simple to get. Even a project with a strong team
culture might become bogged down in consensus or waste hours of meetings rehashing the same
issues. A project team may use the components of collaborative problem-solving to tap into the
collective creativity and productivity of the group.

If we divide this cooperative problem-solving talent into four team competencies problem
analysis, conflict management, continuous learning, and the capacity for different choice modes
we can better grasp it. These abilities are so closely entwined in practice that they function as a
single unit, and if one of them is lacking, the others lose some of their potency. Each of these
subjects is further examined in the next sections of this chapter, which together make up the right
half of the high-performance team arch.
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Problem Analysis

When it comes to how we approach and are able to analyze challenges, we all differ as people.
This variation becomes both a strength and a weakness when we work as a team. Your attention
to detail complements my capacity to maintain a vision of the larger picture and see how the
major parts go together. The innovation of another team member offers a new viewpoint,
inspiring us to explore beyond the same old ideas. However, there is a chance that | may get
impatient with unimportant details and unrealistic possibilities, and a detail-oriented team
member could lose commitment to our decisions because they feel that the team is rushing
through the difficult work in favor of easy fixes.

Each of us might grow dissatisfied and start to lose interest in the team because the group is not
using a procedure that we individually find to be useful or efficient as individuals with varied
learning preferences. A recognized issue-solving procedure and proficiency with problem
analysis techniques are necessary to reduce the dangers and maximize the benefits of team
problem analysis. Books have been written in their entirety to investigate each of the themes in
this chapter. Here, our goal is to help you grasp the abilities that the team needs.

Acknowledged Problem Analysis Method: Diverge and Converge

It is hardly a compliment if you say | make snap judgments. The expression implies that | didn't
fully comprehend the issue before deciding. It depicts how issue analysis really works, which
diverges to collect information and opinions before coming to a consensus on a solution. Your
criticism also illustrates how we analyze problems differently; what you consider "jumping" may
really be a different way of evaluating the available information and possibilities.

We all gain as a team when there is a recognized approach to issue analysis for the following
three reasons:

1. We want to confirm that the team is using reliable issue analysis techniques. A field of
widely acknowledged ideas and methods has emerged as a result of extensive research and
real-world experience. These methods will help us make better judgments, which will
eventually lead to better projects.

2. Having a recognized process offers a generally agreed understanding of the best ways to
solve an issue. As a consequence, the group's cohesion and attention to detail are improved,
which lessens the frustration that comes from having people with diverse learning styles.

3. A recognized method also gives the team a vocabulary to describe the experience, enabling
them to make improvements. It makes it possible for us to discuss our activities. For instance,
"We concur that we have developed a clear problem statement,” or "We need to continue in
the alternatives-generation step.”

Undoubtedly, there is disagreement over the best ways to approach an issue. The steps listed in
the following box on problem analysis phases conform to and reflect commonly acknowledged
stages of issue analysis. Depending on how difficult the issue is, you'll scale your utilization of
this technique. For instance, you may repeat these procedures numerous times within a single
meeting to deal with minor issues. The tasks in your work breakdown structure will indicate that
a large issue could take weeks or even months to solve. You may ensure that the team has a

TRANS Asian Research Journals

http://www.tarj.in 164



TAIMMR

AJMMR: Trans Asian Journal of Marketing & Management Research
ISSN: 2279-0667 Vol 11, Issue 1, January 2022, Special Issue Impact Factor: SJIF 2021 = 7.263
A peer reviewed journal

recognized issue analysis methodology as the project leader whether your team follows this
approach or develops its own.

Conflict Management

Group problem-solving always leads to conflict. There will always be disagreements in every
project where two or more people need to make choices, which is why conflict management
abilities are crucial to enhancing a team's capacity for cooperative problem-solving. High-
performance teams genuinely utilize conflict to solve issues, even if it isn't always pleasant. They
are aware that disagreement is a healthy, beneficial source of energy for the group. It is often the
result of valid disagreements that need to be settled in order for a project to proceed. Working
through these discrepancies requires genuine learning and often yields important advancements.

Any time there is a conflicting choice, there are two risks to consider: First, if conflict interferes
with the decision-making process, a poor choice may be made. Second, when the problem is
remedied, relationships could suffer. The phrases "win-win" and "win-lose" relate to the capacity
to maintain favorable connections while making the greatest choice. It is crucial to sustain the
connection and make a wise choice when both parties will need to work together after the
disagreement is addressed, which is often the case with project teams.

It takes trust, respect, and a lot of experience for a team to use disagreement to its benefit. How
we handle conflict in team settings might vary depending on our own conflict experiences.
Recognizing the typical reactions to conflict and being aware of the strategies that let you utilize
the conflict itself for good are necessary for successful conflict resolution. The list below
outlines four typical, but often unsuccessful, methods for resolving disputes. These behaviors
should be recognized by the team leader and team members, along with the reasons why they are
ineffective. After that, keep an eye out for these methods and avoid them.

1. Refraining from the fight: With this strategy, the problems and parties involved in the
dispute are avoided. The tactic is based on the idea that avoiding conflict is simpler than
dealing with it. If the problem is genuine, this strategy just postpones the inevitable and
raises the stakes as time constraints exacerbate the circumstance.

2. Disguising the dispute: This reaction downplays the areas of friction and promotes the
beneficial ties. Smoothing values relationships above settling disputes, which is at most a
temporary fix.

3. Imposing a settlement to the dispute: This approach ignores the connections within the
group and tries to force others to adopt a viewpoint or solution. Physical force, such as
raising one's voice, mocking a notion, and the straightforward assertion of organizational
power, such as "I'm the boss, so do it my way," are examples of forcing behaviors. Even
while coercion leads to a conclusion, people who feel that the decision was forced on them
may not fully support it. Forceful behavior is obviously disrespectful to other team members
and jeopardizes the harmonious relationships necessary for a high-performance team.

4. Making Concessions And Accepting A Losing Situation: This strategy recognizes that
neither party will achieve their goals. With the knowledge that they received an equal amount
to the other side, each side takes less than they want. Despite the fact that this tactic aims to
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respect all sides, compromise is seen as lose-lose situation since no one is satisfied with the
outcome, and the disappointment may lead to animosity.

Each of these tactics may sometimes be the best option. When we avoid or defuse a
confrontation because the topic at hand just isn't worth the emotional effort necessary to tackle
the issue, or the relationship has been put under a lot of pressure, we may utilize the proverb
"Choose your battles" to guide us. Similarly, there are times when compromise is appropriate.
When this happens, the team is at least able to reach a conclusion and move on after
acknowledging that there isn't a generally accepted option. The justification for imposing a
choice seldom holds true, especially in teams where mutual respect is valued. Team members
may identify whether someone is using an ineffective conflict resolution strategy by being aware
of these reactions to conflict. You need to move to a better strategy, known as addressing conflict
or just problem-solving, when the symptoms start to show.

CONCLUSION

For a company to be successful and thrive, team connections must be built on an appreciation of
strengths and diversity. Organizations may encourage a culture of cooperation and creativity by
recognizing and respecting the different skills, abilities, and viewpoints of team members.
Important aspects of this process include effective communication, tolerance for diversity, and
inclusion. Teams are better able to overcome obstacles, improve their ability to solve problems,
and promote creativity when they accept and use individual talents. Diverse teams also bring a
greater variety of perspectives and ideas to the table, resulting in more innovative and all-
encompassing solutions. Organizations may increase team performance, strengthen team
relationships, and achieve sustainable success in today's dynamic and competitive business
environment by putting methods that focus identifying strengths and accepting diversity into
practice.
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ABSTRACT:

Project success depends on effective communication with project stakeholders. This chapter
covers the value of stakeholder communication and discusses several methods for doing so
during the course of a project. It emphasizes the value of succinct message, attentive listening,
and using the right channels of communication to engage stakeholders. The advantages of
involving stakeholders, fostering trust, and resolving disputes amicably are also covered in the
chapter. Stakeholder communication should be prioritized by project managers to encourage
cooperation, get insightful information, and guarantee project goals are met.

KEYWORDS: Communication, Information, Project, Project Manager, Stakeholder.

INTRODUCTION

One of the most important components in a project's success is effective communication. More
specifically, everyone participating in the project must maintain consistent, efficient
communication. People working on projects complete them. For the correct things to be done in
the right manner, all the stakeholders must communicate[1], [2]. As project managers,
communication takes up a lot of our time. This include establishing and reaching consensus on
objectives, organizing personnel, identifying and resolving issues, and controlling
expectations[3], [4]. This implies that every project management technique from the charter to
risk management and meticulous planning is a channel for communication. This chapter offers a
number of project-focused methods for guaranteeing that the appropriate individuals have access
to the information they need to make the appropriate choices and carry those decisions through.
Some of these methods will be familiar to you from earlier chapters:

1. Planning your communications.
2. Interactions among team members.
3. Reporting on closing.

Project managers must have excellent communication skills. Project managers must be able to
communicate well both orally and in writing, run meetings efficiently, and handle problems
amicably. To fully comprehend what is being said, they must also listen intently. Without
making an effort to impart communication skills, this chapter outlines the duties of a project
manager in this area. Additionally, the structure of our project communication improves
consistency and effectiveness, according to a Kickoff Checklist, Communication Plan, Task
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Assignment sheet, and Meeting Agenda template, example Status Report, Control Checklist, and
Closure Report that are all accessible online.

Embrace Your Role as a Leader

A project manager is more than just a channel for information. Leaders are project managers.
Keep it in mind as we discuss all the channels of communication and roles in this chapter. Every
opportunity to establish a tone, manage expectations, reaffirm the strategy and direction, and set
an example for others is a chance to communicate with a stakeholder. Your role is to direct a
group of people's efforts toward a single objective and encourage their effective, coordinated
activity, not to interface with a computer. You may use email to send task assignments and
publish status updates on websites[5], [6].

You are really onstage when you communicate with your team. Your enthusiasm, honesty,
optimism, respect, and responsibility will be mirrored in the team's efforts. Your management
and clients are depending on your counsel. They need you to defend the truth, even when the
facts paint a negative picture. You have been acting in the leadership position ever since you
agreed to define and plan the project. Accept that position once again when the project
progresses into implementation. Consider how people see you. Be the kind of leader that your
team, management, and clients are looking for[7], [8].

Creating a Communication Plan

Others are more productive when a project manager is effective. A project manager organizes
and affects all the stakeholders while providing them with the knowledge they need to be more
effective and practical via agreements, plans, suggestions, status reports, and other methods. But
regardless of the assignment, communication is a part of every project manager's activity.
Planning well lowers the likelihood of a communication breakdown [9].

The written plan for providing the appropriate information to the right people at the right time is
known as a communication plan. The target audience for the majority of project communications
are the stakeholders listed on the charter, organization chart, and responsibility matrix. However,
since stakeholders engage in every project in a unique manner, they all have distinct information
needs. The following are the crucial inquiries you must ask, along with advice for avoiding
typical pitfalls:

1. Who is in need of information?

Sponsor: The sponsor is expected to take a leading role in the endeavor. After the charter has
been written, there shouldn't be any doubt as to who the sponsor is.

Functional leadership: Functional management may take many different forms. The
information they need will be determined by their two primary duties of delivering resources and
acting as policy representatives. Although it may be reasonable to group numerous functional
managers together as having the similar information requirements, each functional manager's
name or position must be on the communication plan.
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Customers: Customers decide what the product should be, when it is necessary, and how much
it can cost based on the business case. There will probably be a wide range of customer
engagement levels, thus specific names or positions must be included.

Project group: Communication with the project team might be especially challenging. Since the
core staff will be deeply interested in the project, communication with them will be quite simple.
Each of the other project team members, including suppliers, subcontractors, and employees
from other departments, will need to be assessed independently since they may all have different
communication challenges.

Project director: While the project manager is often the source of information, they also
frequently receive it.

2. What data is required?

Several additional sorts of information, in addition to the apparent cost and schedule progress
reports, are sent throughout the project. The following groups essentially categorize the
management of information:

Authorizations: The project charter, finances, and product requirements must all be approved.
Any agreement-related document must go through an approval procedure, which includes stages
for examining and amending the proposal. Give a clear indication of who will make the choice.

Status changes: Reports that include schedule and cost progress come under this heading.
Likewise, trouble logs. Status reports are often released, but each report's information should be
tailored to the audience it is intended for.

Coordination: The project plan aids in coordinating the efforts of all project participants. It
outlines the duties and responsibilities, clarifies the connections between groups, and describes
additional information required for effective operation. Coordination across teams or locations is
often needed on a daily basis when change happens throughout the course of a project. The
procedure for informing every one of the next actions should be documented in the
communication strategy.

DISCUSSION
Keep the Status Report Short

One typical error is to include in the status report every piece of information about the project
that someone could be interested in knowing. These reports on obesity overwhelm a busy
audience rather than having the desired impact of educating everyone. Be realistic while creating
the report's content. The issue was expressed in the following fashion by a department manager
in charge of 250 projects: "Some of our project leaders have 10 projects. They won't have time
for work if they have to spend two hours every week composing status updates. They answer to
managers who are in charge of up to 80 projects. So that project managers and leaders can spend
time resolving issues and advancing the projects, we need a method for swiftly identifying and
communicating the relevant information.

Make Information Timely

TRANS Asian Research Journals
. < 170
http://www.tarj.in



TAIMMR

AJMMR: Trans Asian Journal of Marketing & Management Research
ISSN: 2279-0667 Vol 11, Issue 1, January 2022, Special Issue Impact Factor: SJIF 2021 = 7.263
A peer reviewed journal

Information must be timely in order to be valuable. The project manager must select how often
and with what information to contact each stakeholder as part of the communication strategy.
The amount of each stakeholder's engagement may really be determined by their reaction to the
communication strategy. For instance, a sponsor who refuses to commit to regular status
meetings or reports is indicating that they want to assist this project remotely. There is a defined
period for responses; if the stakeholder does not agree to answer within this deadline, their
commitment to the project is still in doubt.

Regular Meetings Should Be Included in the Communication Plan

It is ideal to include a timetable for frequent progress meetings in the communication strategy.
While everyone agrees that being proactive rather than reactive is preferable, many sponsors or
supporting managers prefer to have status meetings only when absolutely necessary—that is,
only when there is a significant issue. As long as everything is going well, they are happy to let
the project manager handle everything (they refer to this level of detachment as "empowering the
project manager"). In practice, it is often too late for these higher-level managers to assist when
problems arise by the time they get engaged. This justifies the value of planned meetings. The
sessions won't last long if everything is going well, but if a problem does occur, these meetings
will provide managers with the necessary knowledge they need to be successful.

What Form Will Communication Take?

Nowadays, there are several options to maintain regular connection. Information may be shared
concurrently by more individuals thanks to intranet and internet technology. Project teams may
now be dispersed across the globe and yet meet in person thanks to the posting of status updates
on project websites and the use of videoconferencing. The topic of how to communicate the
information is still relevant despite all of these possibilities. Technology does not have all the
solutions, that much is certain. For instance, posting a project's status on a website doesn't
guarantee that the intended audience will see it. You must take the audience's demands for
communication into account. For instance, attempting to meet with high-level executives
regularly or delivering them a long report may not be possible due to their typical hectic
schedules.

Communicating Within the Project Team

The job is completed by the project team. Along with the typical full-time employees, we also
include suppliers and part-time team members from supporting departments in the project team.
Your likelihood of involving individuals beyond your immediate department and potentially
outside your firm increases as the project size increases. Recognize that they all have four
primary communication demands when you design your communications:

1. Accountability: Each team member must be fully aware of the portion of the project for
which they are accountable.

2. Organization: Team members depend on one another to do their tasks. They can collaborate
effectively thanks to knowledge about coordination.
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3. Position: Monitoring progress is necessary to reach the objective so that issues may be found
and solutions can be applied. The team members must be regularly informed of the project's
progress.

4. Permission: All choices that customers, sponsors, and management make that affect the
project and its business environment must be disclosed to the team. To maintain coordination
across all project decisions, team members must be aware of these choices.

Each method in this chapter takes care of two or more of these communication requirements.
Clarifying Task Assignments

To succeed, projects and project managers need a clear direction, which is why creating the
charter is so important. Team members also need clear guidance. Fortunately, the extensive
preparation that went into the project informs them of all they ought to know. Every work
package has deadlines, dependencies, and deliverables, much like a mini-project. These
fundamental guidelines must be followed whether you are hiring a vendor or an individual
performer:

1. Describe the outputs. Make sure they are fully aware of the deliverables they are responsible
for, as well as any completion standards that will be used to evaluate them.

2. Be specific about the amount of work required and the deadlines. A useful tool for
demonstrating how its components fit together as a whole is the network diagram.

3. Make sure they are aware of any challenges they could face or specific information they will
require. Set them up for achievement.

4. Distribute tasks one-on-one, leaving plenty of time for questions and discussions. These
meetings should be seen as an investment in the effectiveness of the team; the more you
prepare them, the more effective they will be.

The value of precise job assignments cannot be overstated, yet it doesn't have to be challenging.
The essential data a team member requires is covered by the online Task Assignment form.

Individual Status Meetings

Make time to interact with each team member on a regular basis. Keep in mind that your goal is
to increase their productivity, and you can't do that if you don't know what they're working on or
what issues they're facing. This kind of involvement just can't happen during the project status
meeting. Setting up these sessions is the job of the project manager. Even while a manager could
assert that they have an open-door policy and that their team doesn't need to schedule a meeting
in advance, this would only be true if the management was always at their desk. In practice,
project managers might be hard to locate and spend a lot of time in meetings. If you force team
members to come to you, they could wait until their issues are too complicated to handle; if a
meeting had been conducted earlier, the same issues might have been caught early on.
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The Kickoff Meeting: Start the Project with a Bang

The kickoff in football signifies a distinct, definite beginning. Everyone is aware that the game
has begun. Projects may begin in the same manner. At the launch meeting, the parties involved
get together to make a commitment to the objectives and look each other in the eye.

Typically, a launch meeting ushers in the project's execution phase. The team has been put
together at this point, and the project charter and plan have been accepted. It's a chance to
commemorate the project’s start. An example of a kickoff meeting format:

1. The meeting is facilitated by the sponsor, who uses the occasion to outline the project's goals
and relationship to the larger company.

2. After introducing themselves, the clients discuss the significance of the project for their
company.
3. The sponsor introduces and fervently supports the project manager.

If there aren't too many, the project team members are introduced. Additionally, vendors and
contractors must be presented.

1. Coffee mugs, T-shirts, and other project souvenirs are distributed. This is a better time to do
this than towards the conclusion of the project since they may promote camaraderie and
teamwork.

2. Commemorate: Everyone must get to know one another and express their passion for the
project.

Usually, there are too many team members to introduce during the start meeting for large
projects. Have start meetings for the project's teams as well. Spending an hour or two on each of
these sessions is an investment in the cohesiveness and productivity of the team. It will be
fruitful.

Project Status Meetings

Regularly planned meetings are necessary to discuss information and make decisions in order to
keep a project on track. Many of the project team's communication demands are satisfied by a
successful project status meeting. Project managers have the following opportunities at status
meetings:

1. Strengthen the team bond; status meetings are sometimes the only opportunity for everyone
to get together.

2. Update the team on project developments coming from outside sources, such as the sponsor,
the client, or management.

Identify prospective issues or provide solutions to present issues.

4. Ensure that the team is aware of the project's status and collaborates to decide if any
adjustments to the project plan are required.

5. Ensure that everyone in the team is accountable for achieving every project goal!
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A participatory management approach is used in project status meetings. They build on the
team's participation in the project's planning; the manager should promote the same level of
participation to keep it on course. This mindset is founded on the idea that participation breeds
ownership, and ownership breeds increased commitment and responsibility. The following
suggestions are helpful for organizing a project status meeting in addition to the fundamental
criteria for conducting a successful meeting:

1. Have a plan. Before the meeting starts, each participant must have an open task report (OTR)
in addition to your agenda. A subset of the project plan called an OTR lists any activities that
ought to have been finished but weren't, as well as the work planned for the next two
reporting periods. (The interval between status meetings is referred to as a reporting period.
A reporting period is one week if you have status meetings every week.)

2. Include the members of the part-time team who have been doing project tasks or who will
complete them over the course of the next two reporting periods.

3. Distribute choices taken by management or customers throughout the meeting. Pass along
any encouraging comments from these stakeholders.

4. Determine the status of each job that has to be begun or finished as of the most recent status
meeting using the open task report.

5. Take use of the fact that the whole team is there to decide what steps should be done in
response to any issues. Make careful to record any specific action that is required.

Add a task to the project plan or a resolution to the problems log, as appropriate. Every activity
need to have a completion date and a person in charge of seeing it through.

1. Avoid attempting to address issues that are too complex or that don't include everyone in the
room. Give an issue an action item if it takes more than five minutes to address it.

2. Examine the OTR's preparation for upcoming duties. Are the proper individuals assigned?
Exist any recognized challenges to doing the duties as intended?

3. Examine the risk register and the problems log. Are the problems and hazards being dealt
with, or do they need higher management's attention?

Team members are more inclined to assume responsibility for the project's success when they are
involved in its management. By participating, the team transforms from a collection of lone
performers to a cohesive one, and the project manager from an enforcer to a facilitator. Peer
pressure works better than management pressure to increase a member's production when they
are behind on their task. One software company's project manager goes even further:

“We switch off on who runs the weekly status meeting. The project seems like it belongs to
everyone.”

Face-to-Face Meetings Add Value

It could seem archaic to gather folks at a conference table once a week as collaboration and
communication technology develops and team members increasingly work independently. In
fact, sharing information is becoming simpler every day, so why battle your hectic schedule and
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insist on having a face-to-face conversation? Do not be duped: Since humans are sophisticated
creatures, communication takes numerous forms. For instance, those who are hesitant to deliver
negative news may initially express their emotions by their body language; the project manager
may explore more if multiple team members display a discouraged mood. Additionally, when
employees are able to shake hands or pat one other on the back, problem-solving and team
building become more natural.

Make the Kickoff a Face-to-Face Event

Positive interpersonal ties are often maintained across long distances. Millions of individuals
quickly made the switch to online meeting technology in 2020, which made use of the cameras
on phones and computers. We all got used to seeing friends and coworkers on our screens rather
than across the table in social and professional encounters, albeit they weren't quite the same.
Because there were already established personal connections, the move was simpler.

It's more difficult to start a new team when everyone is in different places than it is to convert to
online meeting technologies since forming connections is an important part of team growth.
Even co-located teams must develop their connections from scratch. Meeting in person and
putting a lot of effort into team building will help our new team start Forming, Storming, and
Norming as soon as possible. The effectiveness and efficiency of the team's choices and
productivity will more than make up for the immediate cost of a face-to-face launch. Depending
on the size of the team and project, a well-planned, assisted launch meeting may cover a lot of
territory in a few hours or days. Change between tasks that foster connections, foster teamwork,
foster culture, and result in project definition and planning deliverables. It's the ideal setting for
reviewing the charter and include the team in planning for risk, resources, and schedule.

The second-best strategy is to have the project manager switch sites early on in the project if
circumstances prevent the whole team from convening. Face time strengthens ties. It will require
more time and ingenuity if all teambuilding activities must be conducted online. If you want to
lead these sessions, think about employing a facilitator who specializes in this area. We want the
team to proceed through Forming and Storming as rapidly as possible, and if remote team
building is not done properly, a team may get trapped in the Storming stage.

Engage the Team to Set Ground Rules

More specific standards are required for our scattered teams. Together, we establish team norms
to achieve this. There are no universal solutions since every team is unique. Instead, use a risk
management method to create the most suitable team behavior standards. We invite our team to
think "What threats to team communication do we face™ at the team launch. Alternatively, "How
does geographical distribution affect productivity?” Or "How might our various cultural
backgrounds present challenges?" The team will take greater ownership of the team norms when
they collaborate to identify these dangers and come up with remedies. We may also question
ourselves, "How will our separation make us stronger and more productive?" as a way to find
chances.

Keep in mind that one key to a successful team is constant development. Early and frequent
Scrum retrospective investments can help teams discover which team behaviors are effective and
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which need to be modified. Update the ground rules when that occurs. It helps if you, as a leader,
emphasize these ground principles by highlighting instances in which they are successfully
applied or in which adherence to the standards would have prevented a problem.

Technology Makes Distances Smaller

The development of geographically dispersed teams is in part due to the effectiveness and
accessibility of team communication technologies. As technology advanced, more teams
dispersed. The issue is not which specific tool to buy, but rather whether a team can settle on
reliable practices for the technology they choose.

The following are some crucial team communication exercises that gain from ground rules.

Meetings. People will multitask while participating in remote meetings when they can only hear
the meeting over the phone, it is commonly understood but grudgingly acknowledged.
Participants are not contributing to the meeting whether they are driving, reading online news, or
responding to email. Webcams with video and online meeting software are widely accessible and
drastically alter the atmosphere. Every project team has the option to share an agenda,
documents, and face-to-face contact during meetings, and they should do so. Apply the same
meeting management principles that produce successful face-to-face meetings.

organized conversation. Applications created expressly for managing information regarding use
cases, problems, timetables, and other communication that is inescapably required are used by
software teams. Information is categorized by these programs so that users would know where to
publish it and where to locate it. The productivity boost from classifying predictable information
is greater for teams that are geographically dispersed than for teams that are co-located or
worldwide. Additionally, there are tools that are applicable to projects other than software
development. The distinction is that a project team will customize the application on their own to
meet the information types they often utilize.

unofficial cooperation. The ability to interact with a colleague on the spur of the moment is
perhaps the largest drawback of scattered teams. That becomes a larger difficulty when distance
and time zones increase. Choose live talks over drawn-out e-mail or chat exchanges because
voice and video meeting technologies reduce the distance between us. The spontaneity we aim to
retain is aided by ground rules. Ask for a brief talk via your email, instant messaging, or chat
program, but be aware that it won't be as convenient as going to their office and being given
immediate access. Set ground rules for your team that requests like these will get a response
within a certain time frame, such as 30 minutes, an hour, or whatever is reasonable for your
team.

Setting the Tone for the Project

Geographically dispersed teams may still benefit from every tip for creating a strong team
culture, but the difficulty is higher. Project managers need to keep in mind that safety comes
before trust. Decide to devote more time and effort to distant connections. The team's capacity to
work together depends on its culture, its members' abilities, and its technology. The team's leader
might serve as an example of the norms created to bridge the gap. Show the team that you have a
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continuous improvement mindset by demonstrating that it requires work, adaptability, and a
positive outlook to develop good team behaviors[10].

CONCLUSION

Stakeholder communication is a crucial component of project management that has a big impact
on project results. Project managers may align project objectives, win stakeholder support, and
guarantee project success by using effective stakeholder communication. While active listening
promotes stakeholder participation and trust, it also helps to effectively communicate project
goals and progress. The efficacy and efficiency of communication exchanges are increased when
the proper routes are used. Project managers may get useful insights, fix issues, and proactively
handle disputes by including stakeholders at every stage of the project lifecycle. Stakeholder
communication is important because it fosters teamwork, improves project decision-making, and
adds to the project's success as a whole.
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ABSTRACT:

Organizations need to incorporate change management as a vital procedure to successfully
manage changes. Stakeholder involvement in change projects is crucial to maximizing their
value and ensuring their success. This chapter examines the value of stakeholder involvement in
change management and offers suggestions for ways that may be used to successfully include
stakeholders. Organizations may improve communication, reduce resistance, and promote
collaboration by actively incorporating stakeholders throughout the change process. This will
eventually lead to the realization of desired results. A collaborative atmosphere must be
promoted along with open and timely communication, active participation in decision-making
processes, and handling of objections and concerns.
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INTRODUCTION

Projects might be of any size or form. Some have an effect on the whole company, while others
could just have an effect on one workgroup[l], [2]. While some are gradual, others are
disruptive. Processes, systems, tools, and job responsibilities may all be improved via projects.
The people whose work will be impacted and altered as a consequence of the project must
embrace the changes for project value to be achieved, but despite all the wonderful variation in
the world of projects, there is one universal constant in terms of both effect and contribution to
success. The crucial road to providing value that exceeds expectations is directly along the
people side of transformation. And, regrettably, the human aspect of transformation is often
neglected, underutilized, underfunded, and underserved.

The discipline that is focused on the human element of your initiatives is change management.
The goal is to assist the "soft" side of change, which is often the tougher side of change, by
adding structure and rigor. We will utilize this five-word, succinct description of change
management as our working definition: "mobilizing people to deliver results[3], [4]." This
introduction will provide you an overview of change management, including its intended results,
necessary activities, and how combining project management and change management may help
you be a more effective project manager. The success of the project and the realization of value
are their shared objectives. They are complimentary disciplines.
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Why the People Side Matters?

Rather than organizations changing, individuals do. How much of my project's anticipated
outcomes and results are dependent on workers embracing and using the solution? Even at
significant technological conferences, when | have posed this topic, the responses have often
ranged from 70% to 100%. Employees' acceptance, adoption, and use of a solution is what
makes the difference between a project being successfully managed and really bringing about the
change and outcomes that matter to the business. Prosci's data from more than 20 years of study
demonstrates that projects with great change management are six times more likely than those
with bad change management to achieve or exceed goals and merely improving from poor to fair
results in a threefold increase [5], [6].

Ignoring the human element of change has risks and costs as well, including as resistance,
delays, attrition, and lost productivity. The RE costs, which include redo, revisit, rescopes,
redesign, rework, retrain, and in certain circumstances, retreat, are one of the biggest expenses
associated with disregarding the people side of change. These RE costs are substantial and
common when acceptance and use are only addressed at the conclusion of a project. One of the
biggest and most important phases in the project value chain, even though it is sometimes
overlooked and undervalued, is the people side of change[7], [8].

The Differences and Similarities of PM and CM

While complimentary, project management and change management are two distinct professions.
Some of the most significant variations include:

1. One concentrates on the technical part of achieving change, while the other concentrates on
the human side.

2. Their ideas of what constitutes "done" and how far they've come vary somewhat.
3. They call for various competences, skill sets, and mentalities.
4. Their origins and duration of histories (ranging from 60 to 20 years) are diverse.

Project management and change management have several important commonalities, even if
they do vary in other ways, which makes them an ideal match for collaboration:

1. Both are academic fields.

2. Both have many tools and are process-driven.

3. Both are used in relation to distinct, focused endeavors (projects).
4. Both need qualified practitioners.
5

Delivering effective change outcomes and adding value to the company by assisting it in
performing in a new, enhanced manner are both their ultimate goals.

When project management and change management are used together, projects and initiatives
are more likely to succeed. This is a phenomena we refer to as the "unified value proposition."
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The Unified Value Proposition of an Integrated Approach

Companies change for a purpose. Organizations start projects and initiatives as a result of
internal and external events and motivations. They are attempting to do something, and ideally,
they have clear, quantifiable goals in mind from the start. The definition of "success" comprises a
knowledge of the project's goals to be achieved as well as the organizational advantages. The
outcome is what we refer to as "the unified value proposition,” which is achieved when change
management and project management are used together, simultaneously, and in an integrated
way. The affected personnel "embraced, adopted, and used” the solution, and it is "designed,
developed, and delivered™ successfully. Through this united value proposition, the technical and
human aspects of the challenge are solved, yielding results and value for the organization [9],
[10].

What does it truly mean to "apply” change management on a project is a question that many
project managers who are just learning about it still have. Two viewpoints are necessary for
effective change management:

1. Individual change management, which seeks to explain how one person successfully makes a
change.

2. Organizational change management, which offers the project team the structure, procedure,
and toolkit to support the individual transitions brought on by and necessary for the project
to produce value.

DISCUSSION
Desired Results: Use Of Adkar For Individual Change Management

Understanding how a single person effectively implements a change is the first step in using
change management since, in the end, project and organizational value are produced via
individual employee acceptance and utilization. To put it another way, organizational change
necessitates personal transformation. The Prosci® ADKAR® Model, created by Prosci Founder
Jeff Hiatt, will be discussed in this section. ADKAR outlines the five components of a successful
person transformation, whether that change is taking place at work, at home, or in the
community:

1. Awareness of the need for change

2. Knowledge of how to change

3. the desire to support the change

4. the ability to adopt the necessary skills and behaviors
5. reinforcement to keep the change going

The success of your project and the success of your business ultimately depend on the success of
the impacted personnel, regardless of whether your project needs them to adhere to new
procedures, utilize new tools, or engage with new systems. Individual transformation results in
collective organizational consequences. Let's examine each of the ADKAR pillars and provide
concrete "how to" recommendations for establishing and promoting each one.

TRANS Asian Research Journals

http://www.tarj.in 181



TAIMMR

AJMMR: Trans Asian Journal of Marketing & Management Research
ISSN: 2279-0667 Vol 11, Issue 1, January 2022, Special Issue Impact Factor: SJIF 2021 = 7.263
A peer reviewed journal

Awareness

The first component is awareness. A thorough grasp of the causes and triggers for the shift, not
just "awareness that a change is happening,” is what is vital to keep in mind. Employees who are
impacted by changes anticipate a "Why?" response in the modern workplace, where participation
and responsibility have taken the place of predictability and control. According to Prosci study,
the biggest cause of employee resistance to change is a lack of a convincing argument or
explanation for it, or more specifically, a lack of knowledge. As a practitioner, you may start by
responding to four straightforward yet often overlooked questions:

1. What (the nature of the change) is changing or not?
2. Why are we altering?

3. Why do we need to change now?

4. What are the risks of staying the same?

Early in the project life cycle, sponsor messaging and effective and well-crafted communication
are used to raise awareness of the need for change. Activities that promote awareness include:

Making sure sponsor message is effective
Facilitating manager dialogue
Speaking; communication; speaking

1
2
3
4. Providing access to information that is easily accessible
5. Holding an event to launch the initiative.

6. Visually appealing and intriguing data presentation

7. -Emphasizing obvious circumstances or tragic occurrences
Desire

Desire to support and engage in the change is the second phase in ADKAR. In the end, desire is
a person's own choice to support the change. Desire may be stimulated and encouraged, but it
cannot be imposed since it is a personal choice. Building desire is based on the capacity to
articulate and make obvious the internal and external elements driving the transformation, such
as:

1. Fear of the results of not changing (both personally and professionally),
2. Expected Gain or Achievement (both personally and professionally),

3. The Value of Belonging,

4. The Importance of Following a Reliable Leader.

Building desire is challenging since it is so individualized. However, there are certain steps that
may be performed to foster desire, such as:

1. Ensuring sponsors' active and apparent support
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Forming a powerful coalition of sponsors

Ensuring managers and supervisors take personal responsibility
Planning ahead to proactively handle resistance

Involving workers in the transformation process

Creating opportunity for suggestions and criticism

N o gk~ DN

Matching incentive schemes to the modification
Knowledge

The third component, knowing how to adapt, is often the first thing project teams turn to. The
first reaction when changes have an effect on personnel is often "Let's send them to training." In
the absence of a fundamental awareness and desire, knowledge is essential but insufficient.
Project teams should consider the following when thinking about knowledge:

1. The need for knowledge as the situation changes
2. Knowledge required after the modification

Given the history and prominence of training and training departments as part of transformation
attempts, knowledge is often the least difficult of the five building blocks. However, there are a
number of other strategies to take into account while developing knowledge, such as:

Providing web-based educational resources;
providing formal training;

fostering mentoring relationships and opportunities;
providing one-on-one coaching;

utilizing experience;

setting up user groups and forums;

making job aids easily accessible;

© N o o0~ w0 Dd PR

. providing precise troubleshooting advice

Ability

Ability comes after awareness, desire, and knowledge. When workers have and can show the
competence to do their duties in the new manner, that is when change genuinely occurs. As

evidence, consider how well I play golf. Project teams, however, may provide targeted assistance
in developing skill, such as:

1. Providing practice opportunities

2. Setting aside the time required to commit to the change
3. Peer or manager coaching

4. Using subject-matter specialists

TRANS Asian Research Journals

http://www.tarj.in 183



TAIMMR

AJMMR: Trans Asian Journal of Marketing & Management Research
ISSN: 2279-0667 Vol 11, Issue 1, January 2022, Special Issue Impact Factor: SJIF 2021 = 7.263
A peer reviewed journal

5. Setting an example for the new conduct
6. Providing relevant and efficient feedback
7. Providing resources for support
Reinforcement

The last component of the ADKAR Model is reinforcement. Humans have a natural,
psychological, and physiological propensity to fall back on what they are familiar with.
Employees may revert to old habits if there are no clear-cut measurements and support systems
in place, making the change less likely to persist. Employees must find purpose in reinforcement
for it to be successful. As a project team, reinforcement may come in a variety of forms, such as:

1. Honoring achievements
Honoring innovative working methods
Identifying effective change
Giving criticism

Disseminating performance metrics

2

3

4

5. Putting remedial measures into effect

6

7. Putting in place accountability measures
8

Expliquing "thank you™ and "job well done"
Summary for ADKAR

One of the most often used models for managing change is the Prosci ADKAR Model.
Practitioners claim that it makes logic, is simple to understand by others, and aids in seeing and
unlocking a wide range of change. If every employee has awareness, desire, knowledge, ability,
and reinforcement, the change will provide superior outcomes whether it affects 5, 50, 500, or
5,000 people. The five building blocks may be thought of as the benchmarks of successful
transformation at the person level as ADKAR defines the results of a successful individual
transition. What can a project team do, then, to assist affected individuals on their own personal
journeys?

Organizational Change Management is Needed as Actions

Individual and organizational change management both explain the "outcomes desired" for
change, while ADKAR and organizational change management discuss the "actions required."
Change management has developed over the last 20 years from being purely conceptual
frameworks to a strict, organized, and documented process with official outputs and technologies
to assist its use. The key takeaway is that change management provides a useful framework for
handling the human aspect of change.There are many other techniques, but in this article we'll
take a high-level look at the Prosci 3-Phase Process and highlight certain tasks and outputs for
each phase: Prepare Approach, Manage Change, and Sustain Outcomes.
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Phase 1: Prepare Approach

To position the change for success, Phase 1 Prepare Approach develops a tailored and scalable
change management plan with the required support and commitment. It is futile to approach
change management in a one-size-fits-all manner. How to handle social issues should be
influenced by the kind and nature of the shift.

Key tasks in Phase 1 Prepare Approach and the questions they answer in simple language are as
follows:

1. Specify Success: What do we want to accomplish?

2. Describe the impact: Who has to change how they conduct their jobs?
3. Specify Your Approach: What Will It Take to Succeed?

Change Management Strategy is the product for Phase 1 Define Approach.
Phase 2: Manage Change

Phase 2 Manage Change's goal is to achieve acceptance and utilization of the change via the
development and execution of strategies that will guide people and the organization through
ADKAR transitions. In this stage, we link the many change processes described in the ADKAR
with one or more focused plans for instance, the communications plan, sponsor plan, training
plan, or people manager plan. Each plan comprises tasks, deadlines, and responsibilities that
need to be included into the overall project management plan.

Key tasks in Phase 2 Manage Change and the questions they answer in simple language are as
follows:

1. Plan and Do: How will we get people ready, equipped, and supported?

2. How are we performing on the track?

3. Adjust Actions: What modifications are necessary?

A Master Change Management Plan is the output for Phase 2—Manage Change.
Phase 3: Sustain Outcomes

Phase 3—Sustain Outcomes' goal is to ensure that the change is embraced and that the company
is committed to and ready to maintain the change in order to enjoy the benefits of the change.
While "Sustainment” takes place at the organizational level, "Reinforcement” occurs at the
individual level (it is "ADKAR" and not "ADKA"). In this phase, we direct our attention beyond
the project go-live milestone to a future date, taking into account the amount of time needed to
maintain results and evaluate the accomplishment of organizational benefits and project goals.
Depending on the kind and effect of the project, the time to maintain results varies from project
to project.

Important tasks in Phase 3 Sustain Outcomes and the issues they answer in simple language are
as follows:

1. Performance Evaluation: Where are we now? Are we all done now?
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2. Activate Sustainment: What is required to guarantee that the change endures?
3. Transfer of Ownership: Who will take responsibility for results and maintain them?
Roles: Who Does Change Management

A practitioner with the expertise and abilities to handle the people aspect of change leads the
"team sport™ of change management. By applying structure and purpose to change, empowering
and equipping other change roles, and working with the project manager to develop a unified
strategy, a change practitioner contributes to effective change outcomes.Effective change agents,
according to research, have outstanding interpersonal, communication, and adaptability abilities.
Practitioners of change must comprehend how people react to change and how to convert a
project into the specific adoption issues that may be supported by the use of a structured
approach. A related subject, such as project management, business analysis, organization
development, or process management, is where the majority of change practitioners started their
careers.

To promote successful cooperation and integration, project teams and change practitioners must
collaborate in a cohesive strategy. The "best™ project structure will take into account the project's
size and complexity, the change's scope, and even the quantity and variety of resources available.
The change practitioner may sit in the team in some situations, or they may sit outside the team
yet assist it in others. The crucial point is that everyone will be held responsible for particular
tasks and responsibilities in order to guarantee that project value is achieved and that outcomes
are improved via the integration of change management and project management people,
processes, and technologies.Transformation practitioners collaborate with and via different
positions in the company, in addition to project managers who play a part in effective
transformation. These essential responsibilities need to at the very least include:

Sponsors: By actively and visibly engaging, developing a strong coalition of sponsorship, and
connecting directly with workers as preferred senders of organizational communications,
sponsors help to successfully implement change.

People Managers: Managers and supervisors assist their direct reports through their individual
change journeys by serving as liaisons to the project team, champions for the change, resistance
managers, and employee coaches. This helps to create successful change outcomes.

It is crucial to remember that the change practitioner must cooperate with and work through a
variety of different people inside the company. The practitioner must engage sponsors and
people managers by educating, directing, and equipping them with the knowledge necessary for
them to understand their roles in promoting adoption and utilization. In addition to preparing the
talking points and presentations, this often entails empowering managers and leaders throughout
the business to be the face and voice of change. For a particular project or endeavor, there are
often a variety of extra roles that may be specified. Key influencers, change agent networks,
subject matter experts, or other complimentary disciplines may all play expanded roles in this
process.

CONCLUSION
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Organizations must actively manage change in the fast-paced business climate of today if they
want to remain competitive. Engaging stakeholders is an essential component of change
management since their cooperation and active participation are crucial to reaping the benefits of
change projects. Organizations may adapt their change initiatives and encourage a feeling of
ownership among stakeholders by taking into account the interests, concerns, and viewpoints of
stakeholders. Such participation not only improves the organization's general resilience and
flexibility but also raises the probability that changes will be implemented successfully.
Organizations may optimize the benefits of change projects by developing a common vision,
coordinating interests, and using the aggregate talents and resources of their stakeholders by
adopting stakeholder engagement as an essential component of change management.

REFERENCES:

[1] A. Mitra, S. S. Gaur, and E. Giacosa, “Combining organizational change management and
organizational ambidexterity using data transformation,” Manag. Decis., 2019, doi:
10.1108/MD-07-2018-0841.

[2] E. Setyanto, A. Ikhwan, S. Amin, U. Muhammad Shabir, and S. Suharto, “Challenges of
the change management for managing people and organizational culture,” Int. J. Recent
Technol. Eng., 2019, doi: 10.35940/ijrte.B1503.0982S1119.

[3] T. Vlasenko, A. Hatsko, T. Larina, Y. Hryn, D. Streimikiene, and T. Balezentis, “Fuzzy
evaluation of change management processes in the context of enterprise sustainability,”
Sustain., 2019, doi: 10.3390/su11226310.

[4] O. Kohnke and D. Wieser, “Agiles Change Management,” Organisationsentwicklung,
2019.

[5] ©O. Coban, S. Ozdemir, and J. Pisapia, “Top managers’ organizational change management
capacity and their strategic leadership levels at ministry of national education (Mone),”
Eurasian J. Educ. Res., 2019, doi: 10.14689/ejer.2019.81.8.

[6] 1. Vandangeon-Derumez, A. Djedidi, and E. Szendy, “An experiential approach to
learning about change management,” J. Manag. Dev., 2019, doi: 10.1108/JMD-03-2018-
0110.

[7] J. Kotter and F. von Ameln, “Agility, hierarchy and lessons for the future. John Kotter on
the legacy and future of Change Management,” Grup. Interaktion. Organ. Zeitschrift fur
Angew. Organ., 2019, doi: 10.1007/s11612-019-00461-5.

[8] E. Shakirov et al., “Integration of engineering and manufacturing change management:
Infrastructure and scenarios for teaching and demonstration,” in Procedia CIRP, 2019.
doi: 10.1016/j.procir.2019.03.151.

[91 P. Xiu, J. Yang, and W. Zhao, “Change management of service-based business
processes,” Serv. Oriented Comput. Appl., 2019, doi: 10.1007/s11761-018-0250-4.

[10] B.J. Galli, “An Engineering Manager’s Guide for Commonly Used Change Management
Approaches - From One Practitioner’s Experience,” IEEE Engineering Management
Review. 2019. doi: 10.1109/EMR.2019.2896301.

TRANS Asian Research Journals
. < 187
http://www.tarj.in




TAIMMR _AJMMR: Trans Asian Journal of Marketing & Management Research

ISSN: 2279-0667 Vol 11, Issue 1, January 2022, Special Issue Impact Factor: SJIF 2021 = 7.263
A peer reviewed journal

TRANS Asian Research Journals

http://www.tarj.in 188



TAIMMR

AJMMR: Trans Asian Journal of Marketing & Management Research
ISSN: 2279-0667 Vol 11, Issue 1, January 2022, Special Issue Impact Factor: SJIF 2021 = 7.263
A peer reviewed journal

A STUDY ON CONTROL SCOPE TO DELIVER VALUE

Ms. Leena George™

*Assistant Professor,
Masters In Business Administration (General Management),
Presidency University, Bangalore, India,
Email Id-leenageorge@presidencyuniversity.in

ABSTRACT:

Delivering value to stakeholders requires careful scope control throughout project management.
This chapter examines the value of successfully controlling scope to guarantee project success. It
looks at numerous scope management controls and methods, including scope creep avoidance,
change management, and scope verification. The chapter highlights the significance of matching
project scope to company objectives and provides techniques to reduce risks associated with
scope. Project managers may optimize value generation, boost stakeholder satisfaction, and
improve project results by practicing scope control.Project managers may maximize resource
allocation, reduce risks, and improve value generation by maintaining control over scope
throughout the project lifetime. Maintaining control over scope requires constant monitoring,
effective stakeholder participation, and clear communication.

KEYWORDS: Change Control, Configuration Management, Project, Scope.

INTRODUCTION

Projects of all types experience transformation. Customers' preferences for appliances during a
kitchen redesign may alter, or a certain window style may not be available. The rival may launch
a product with some interesting new features during a software development project, driving the
development team to include these features as well. A project team's main concern is how these
modifications would impact the project's value. After all, a common theme is that productive
undertakings provide economic benefit. The initial cost, schedule, and scope balance that was
established at the start of the project was important, but how much can we adjust it before it is no
longer in balance and not worth the time and money? Let's examine what may occur when such a
breakdown takes place. Project manager at a consultancy company Dirk shares the following
tale:

One of the largest pharmaceutical corporations in the US needed help getting the FDA to
approve a new manufacturing facility they were constructing[1], [2]. The customer made several
adjustments while we worked on the project, which is typical of most of them. | adhered to the
standard change control procedure specified in our contract, obtaining the client project
manager's approval for any alterations that may result in a cost or schedule deviation from the
initial offer. The customer authorized each adjustment, despite the fact that they increased the
budget by 50%, so | felt I was doing my job well. When we completed the job and delivered the
bill to our client for the revisions, our client's president freaked out and snapped at us. He visited
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my workplace and gave me the silent treatment. He had never heard of the initial proposal being
altered, and he had not anticipated a cost overrun of 50%. My company's president traveled over
to meet with the customer's president. | spent two weeks gathering all the supporting materials,
such as the executed change orders, to support our invoicing. We were compensated, but you can
sure their president did not apologize to me. Furthermore, we didn't charge them for the two
weeks that | spent defending the bill. | erred in presuming the client's project manager was
informing his superiors about the expense increase. | no longer commit that error [3], [4].

The risk of additional cost and schedule disruptions is shown by this tale.

One of our success criteria is agreement on the project's objectives. Controlled scope is also. This
chapter outlines the policies and procedures for preventing conflict, misunderstanding, and
failure as a result of changes that are unavoidable while ensuring that all significant stakeholders
are informed of the most recent expectations for cost, time, and scope the value equation[5], [6].
The two main areas of attention are configuration management and change control.

The Change Control Process

Every day, a project manager working on a 90-mile gas pipeline meets with a client counterpart
to discuss scope modifications that happened that day. On a weekly conference call with the
customer's senior management to review the effects of these modifications on the budget and
schedule, the project manager is joined by his supervisor. Everyone is kept in the loop about the
facts thanks to this method. Your team and client will determine if it is the best method for your
project[7], [8].

You should tailor your change control procedure to the scope and complexity of your project,
paying particular attention to the quantity and variety of your stakeholders. Online forms for
recording changes throughout the project and requesting adjustments are available for
download.But each modification procedure is based on the same underlying model shown in
Figure 1.

o

Ident:nfy what Project Formal ‘
will be manager Stakeholders| | o ioo o Basis for
subject to or team review and ! s‘zake- project
change creates modify* h{)l dare® activity
management deliverables )
J . -
X D
® Origi Project team Record
Original approval evaluates change k:: request in
== Change process and makes change
recommendation log
J \ J

“Record decisions to accept or reject changes in the change log.

Figure 1: The essential change control process [scribd].
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The actions that lead to a product's initial approval and the procedure for policing modifications
to that product are the two components of the change control process. As shown in Figure 1, a
product becomes controlled after the stakeholders approve of it, and any modifications made
after that point must go through the change control procedure.During the project definition stage,
change control planning which determines how the process of change will proceed takes place
[9], [10]. The members of the change board must be chosen, and the frequency of meetings must
be determined. It is necessary to identify the intermediary products that will be subject to change
control and to establish a configuration management framework.

DISCUSSION
The eight fundamental elements included in any change control process are shown in Figure 1:

1. Determining the deliverables: All project deliverables that are subject to change control
should be identified. Everything on the list that needs approval from all parties involved will
be included, including the project charter and requirement specifications as well as design
documentation.

2. Development of the intermediate outputs: As the project is carried out, the project
manager and team create these interim deliverables. Each of these deliverables becomes a
potential candidate for stakeholder approval while it is being developed.

3. Evaluation and adjustment by stakeholders: After the product is developed, different
stakeholders will assess it and can ask for changes. The product is developed further by
repeating this phase until the relevant stakeholders are pleased with the documentation.

4. Official approval: A record of who authorized the product and when is produced when
stakeholders officially acknowledge it. At this stage, the record transforms into a control
document; it now serves as a foundation for action, and members of the project team will
start carrying out the choices indicated by the product. The configuration management
process is now applied to these certified items.

5. The documentation of request for changes: A dedicated team member logs all change
requests in a change log, noting their source, the date, and a description of the change as they
are submitted by the stakeholders. Every change request will have a special identification,
often a number, to enable tracking and referencing.

6. Evaluation and endorsement of requests: Regularly, the project manager or another
designated team member will assess each proposed modification to see how it will affect
cost, time, and product standards before recommending whether to accept it or not. The
change log contains both the assessment and the recommendation.

7. Continuous review and modification of stakeholders: Stakeholders take into account the
project manager's suggestion and the suggested modification to the control documents. There
are three outcomes that might arise from this assessment: The following steps may be
repeated until the request is accepted or denied:

1. The change is accepted as recommended or with minor modifications;
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2. If the request has merit but the decision maker(s) needs more information, the request may be
sent back to the project team with specific questions;

3. The request is denied and the reasons for denial are noted in the change log. Whatever
happens, the request's status is changed in the change log, and the originator is informed of
the results.

8. Official approval: When a change is officially authorized by stakeholders, this approval will
be included in the change log along with who approved the change, the date of approval, and
the effect. The modification may also result in the addition, modification, or deletion of
activities, which would update the project plan. A control document is updated and the new
version is used as the basis for action if the change has an impact on it.

Control Documents

We defined intermediate deliverables as crucial goods created during the project even if they
may not be included in the final outcome. Different industries need different intermediate goods;
for example, software development needs a list of product features and functionalities, whereas
house building needs a list of the carpets, kitchen appliances, and other materials the homeowner
has chosen. Another example would be blueprints, which are design papers. These kinds of
intermediate goods serve as a foundation for action as well as a record of choices. The
engineering choices shown on a plan, for instance, are carried out by plumbers, electricians, and
carpenters. Because they reflect the set of choices that led up to the finished product, it is
imperative that these records be maintained correct and up to date. Because they are instruments
for maintaining control over the project and product, they are known as control documents.

Change Thresholds and Change Boards

Everyone recognizes the need of change control, but we also want to prevent any delays in
decision-making that it can cause. It is simply not required to include all stakeholders in every
decision. The project manager must thus classify changes into several categories depending on
how much they impact the project in order to strike a balance between the necessity for change
control and the demand for flexibility and rapid choices. The following are these classifications,
often known as change thresholds:

1. The project team's approval of modifications is the lowest bar. The cost, the project
timetable, or the manner the consumer will utilize the product are often unaffected by these
changes. They may, however, include design modifications that improve the product's
performance or lengthen its lifespan. These modifications must be recorded even if the team
or project manager has the ability to approve them.

2. Changes that will have an impact on cost, scheduling, or functionality fall under the second
criterion, which calls for more formal clearance. The change board is responsible for this.
Change boards are composed of individuals reflecting the opinions of all stakeholders, and
they convene on a regular basis.

3. Although a change board may be given the authority to approve cost and schedule
modifications, this often only applies to a small number of changes.Higher-level executives
from the client and project companies must be engaged beyond that predetermined quantity.
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This is due to the fact that these modifications are often significant enough to endanger the
project's business case and fundamentally affect its profitability and market worth.

Let's examine the four subcategories that make up a change board in greater detail:

1. Team members from the project: These individuals have the greatest knowledge about the
proposed modification to the product and how it will affect the price, delivery date, and
functioning. Even though the project manager often fills this function, other team members
may equally effectively represent the project team.

2. An agent for the client: This board member must comprehend how the adjustment impacts
the product's usefulness in addition to approving alterations to the cost and timetable.

3. Representatives of organizations that produce similar goods: For instance, engineers in
charge of other cab components of the vehicle can be on the change board for a redesign of a
truck fender. Any modifications that could impact how their component components function
will be sought out by them.

4. A functional management representative: Management represents corporate policy by
participating on change boards. The choice to choose a new vendor would be made by the
project team for the redesign of the fender with input from the company's procurement
officials.

There will be more change control thresholds and change boards the bigger the project. Change
boards are active at many levels in large initiatives. While this increases complexity, it is a
suitable tactic for managing project choices and extending the reach of decision-making power.

Issues Are Problems We Haven’t Resolved

Unexpected issues often arise throughout projects. When these issues are difficult to fix, they
start to jeopardize the project's cost, schedule, and scope objectives. These unsolved difficulties
are referred to as issues. The possibility exists to lose track of these concerns as the number
increases, which would worsen their effect. The process of managing difficulties is keeping track
of them as they come up and dealing with them methodically until they no longer endanger the
project.

Risk and problem management procedures are fairly similar

The issue log is updated when new issues appear that the project manager or team cannot fix.
Someone is designated to "own" the issue, which means that person is in charge of finding a
solution. As issues are documented, the amount of the effect and the "resolve by" date assist
clarify the importance of the situation. Issues have varied levels of urgency and influence on the
project. The importance of the problem, which is often rated as high, medium, or low, depends
on its effect and immediacy.

Risks are problems that might happen, but issues are problems that already exist. This is a critical
distinction between risks and issues. In other words, there is a 100% chance that there will be a
problem. Regularly check the problem log, maybe at each project team status meeting. The
person in charge should ideally be able to report that a solution was found, applied, and the
problem was resolved. The suggested remedy is pricey and may go beyond the scope of the
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team'’s power, necessitating permission from the change board if the issue is sufficiently big. The
sponsor or someone else with more power can fix a problem if difficult problems are escalated
up the management chain. The problem log is a tool that is rather easy to use. The strength
comes from consistently keeping an eye on problems and acting swiftly to escalate them when
the team is unable to resolve them.

Vigilance and Discipline Make the Difference

The project’s stakeholders make choices at every stage. They decide on the product's size, speed,
color, and toughness. Regarding the cost-schedule-scope balance, they concur. They assume
obligations and split the labor. But allowing these choices to be altered at random and without
documentation is the quickest way for a project to turn into a confused jumble of costly rework.
The formal change control procedure protects against this erratic decision-making. Even while it
increases administrative burden and project costs, controlling expectations and protecting one's
own interests are two of the project manager's most effective techniques. The whole project team
may be on the lookout for little adjustments that add up to bigger costs or longer timeframes. A
team may develop the practice of keeping track of changes and reporting them to the project
manager.

Configuration Management

The roofers may still be using the first version of the plans while the electricians and plumbers
may still be using the third when the fifth iteration of the blueprints is prepared. Someone will
eventually discover that the fireplace and the chimney are on separate sides of the home at this
point. By restricting modifications to control documents and other project deliverables,
configuration management avoids catastrophes like these. It is a part of change control that
specializes in the execution of accepted modifications. It keeps everyone working on a project
using the same score.

What Items Fall Under Configuration Management?

A road or building foundation that has already been constructed is unlikely to be lost or
inadvertently replaced. However, these errors are more prone to occur when items are less
tangible. The things that need to be managed in terms of configuration originate from many
different places and many of them are just as real as a driveway. What then has to be managed
according to configuration? Any product that might go through numerous iterations throughout
the process, is the answer. There are several potential possibilities on this list.

1. Since they serve as the foundation for project activity, control papers are logical candidates
for configuration management.

2. Computer programs, word processing papers, drawings, and other items generated by
computers and kept in electronic files all qualify as candidates.

3. Throughout a project, prototypes or product mock-ups may be updated and amended several
times.

4. Test environments are set up to mimic how products would behave in real life. These may be
expensive to develop and, if alterations were made at random, could provide false test results.
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Configuration Management Accomplished

The manufacturing of complicated items, like cars and airplanes, use configuration management
the most heavily. The product's configuration management procedure officially oversees every
modification or update to a component. Regardless of complexity level, configuration
management's core procedure is the same: Determine the things that will be under control,
establish the control structure, and delegate control authority. Let's examine the stages that make
up this procedure.

Step One: Identify Items/Products

The final goods and the intermediate deliverables are the two groups of objects that need to be
under control. The work breakdown structure has to be used to determine both product
categories. The control papers are a clear choice for configuration management, as we have
indicated.

Step Two: Establish the Control Structure

For the configuration management framework to be designed, the following inquiries must be
addressed:

1. How will the regulated item's access be limited? How will you manage who may update an
engineering design whether it is kept electronically in a computer file or on paper in a filing
cabinet?

2. Do you need a record of the modifications? Will comparing a design document's first
authorized version to the final one at the project's conclusion be helpful? Will knowing the
causes of the modifications made along the route as well as the changes themselves be
useful? The following question is, "How much are you willing to spend?" if the response is
yes. The change log may be adequate if you require a record of the modifications, or you
may need a log for each controlled object. This will simplify your control structures, though,
if you don't require a record of the modifications or if the end product is the only one that
counts.

3. How will everyone be able to verify that they have the most current version? Version
numbers or revision dates in electronic documents and files may be used to achieve this.
Products that are tangible will need labeling.

Step Three: Assign Configuration Management Responsibility

The structure has to be implemented and managed by someone, preferably not the project
manager. This is an administrative task that team members may do successfully without the
project manager's authorization or extensive project expertise. Although everyone in the team
must respect the controls and adhere to the rules, the controls may not be properly applied or
their worth fully recognized until the duty is clearly allocated.

Change Control Is Essential For Managing Expectations

Remember that the basic objective of change control is to maintain reasonable expectations
while you go about all these change control tasks. Too often, the project manager and client will
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approve each $1,000 adjustment without realizing that the total cost of all the changes would be
$100,000. The goal of change control is to maintain a realistic and desired overall cost-schedule-
scope equilibrium, not only to track the effects of each prospective change on costs, schedules,
and scope.

Our project success factors include having clear objectives and a regulated scope. It is simple to
comprehend that keeping track of changes is crucial, and it is much simpler to comprehend that
changes will occur during the project. Change control is the process of keeping track of
modifications to specifications and scope and ensuring that these modifications and any resulting
effects on costs and schedule are understood before to approval. Monitoring project-related
choices and outputs is referred to as configuration management. It is as necessary to express a
modification to a specification if we permit one. The finest project managers give these routines
and procedures significant consideration. The devil is in the details when it comes to
configuration management and change control.

CONCLUSION

Controlling scope is a crucial component of project management that directly affects how
stakeholders are provided with value. Project managers may avoid scope creep, manage
modifications effectively, and confirm that the project's scope is in line with corporate goals by
putting in place appropriate control systems. Projects may keep their focus, reduce pointless
scope expansions, and provide the desired value within set boundaries by taking these steps. To
eliminate scope-related risks that might result in project delays, budget overruns, and decreased
stakeholder satisfaction, scope creep avoidance is crucial. Project managers may examine
changes' effects on scope, time, and resources by actively managing them, ensuring that they are
in line with project objectives and approved by the necessary parties. Scope verification also
helps project teams to confirm that project deliverables adhere to the specified scope and fulfill
stakeholder expectations. Project managers may promote project success, enhance results, and
ultimately create value that meets or exceeds stakeholder expectations by following sound scope
control procedures.
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ABSTRACT:

A crucial step in determining and tracking the progression and effectiveness of different
undertakings is measuring progress. The importance of tracking progress in a variety of areas,
including social advancement, project management, and personal development, is examined in
this chapter. It highlights the many methodologies and techniques, such as quantitative
measurements, qualitative evaluations, and key performance indicators that are used to gauge
success. The chapter focuses on the significance of establishing precise benchmarks and targets
in order to provide a base line for efficiently gauging progress. It also emphasizes how important
progress assessment is for giving feedback, permitting course changes, and promoting
responsibility. Individuals, companies, and communities may keep track of their
accomplishments, pinpoint areas for development, and make wise choices that will promote
ongoing success and growth by adopting the practice of evaluating progress.
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INTRODUCTION

False or true? As the deadline approaches, it is crucial to monitor progress to determine how
close the project is to being completed on schedule and within budget. False! If you have read
the preceding chapters, you should have no trouble answering this question. By the time the
project is finished, it won't matter how close you are since you won't have much control over
how your costs and timeline are performing[1], [2]. The secret to starting off that way and
staying on track the whole project is to complete on schedule and under budget. When projects
begin with tight deadlines, if they fall behind even little, they must spend the remainder of the
project catching up. Other initiatives, however, seem to have a self-correcting procedure in place;
if they lag slightly, the issue is swiftly located and resolved. The best project managers identify
issues early and resolve them quickly. They make the task seem simple. The instruments we use
to spot issues early when there is still time to catch up are progress metrics. The main emphasis
of progress measurement is on cost and schedule progress since they make up two thirds of the
cost schedule-scope equilibrium [3], [4].

Schedule Performance Measurement

Each work item in the strategy represents a quantifiable step forward. There are start and end
dates for each. Your ability to track the progress of your schedule accurately will increase as the
size of the job packages decreases. The next narrative emphasizes the significance of segmenting
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a project into manageable, little pieces.A software project manager tasked with overseeing a
significant launch of a flagship product was attempting to determine the status of the timetable.
Several of the development managers have divided their job into a small number of six-month-
long assignments. Four and a half months into their employment, everyone was reporting that
they were "on schedule.” The project manager had a sneaking suspicion that the developers were
really lost. She also believed that they would not likely acknowledge a scheduling issue for at
least another three weeks and even then, they would not be willing to accept it. She sat down
with each development manager and informed them that they had six weeks left till their
deadline in an effort to learn the truth. Can you outline the tasks you still need to do week by
week? Three of the four managers were forced to acknowledge at these sessions that they were
severely behind schedule. The managers were able to complete their piece on time despite being
75% through the project timetable by including all of their developers in it[5], [6].

The necessity of querying schedule status when the job is not divided into smaller, more specific
tasks is shown by this near-disaster. The main tool for depicting a timetable is useful for showing
the state of the schedule. Keep in mind that showing the timetable status is the main priority
here. Because it may be difficult to determine how much of a project is really finished, the true
truth regarding timetable status is often elusive. The following advice is practical advice on how
to get the most accurate picture of a project's development [7], [8].

Implement the 0-50-100 Rule.

Unless there is an empirical foundation for this level of precision, a project manager should
always be wary of work package status that is presented in precise percentages, such as 12
percent, 35 percent, or 87 percent. When recording schedule completion of activities that don't
last more than two reporting periods, try to follow the 0-50-100 rule.

1. 0% completed: The work has not started.

2. 50% finished: The work has been begun but not completed.
3. 100% finished: The work is finished

A Gantt chart showing schedule progress is depicted in Figure 1.
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Figure 1: Gantt chart with schedule progress bars. All progress bars are behind the
current date, showing that the project is behind schedule [scribd].

Since each job may only take two reporting periods to complete, using this strategy, no task will
have a 50% completion rate for two consecutive status meetings as long as the work packages
are short [9], [10].

Respect the completion requirements

Every work package should have completion standards and shouldn't be deemed complete unless
it satisfies those standards. It's important to be strict about this because if tasks are often
permitted to register as complete before all the last-minute details are handled, the project may
lag significantly even if the official status indicates that it is on time.

Achievement of the Scheduled Performance Measures

Not effort put forward, but schedule completion gauges achievement. You haven't finished the
job in its entirety just because you've used up 50% of your labor budget. The state of your
schedule indicates if you have achieved everything that you had hoped to up to this point.

The Risks of Exceptional Management

A tempting approach to maintaining the project's timetable is management by exception,
however in many circumstances this approach actually makes scheduling issues worse. The goal
of management by exception is to maintain critical route work on time while disregarding
noncritical tasks that are running behind schedule. While it may be true that jobs with float may
be postponed until they exhaust their float and become essential, this might result in a resource
crisis towards the project's conclusion, which is the worst moment to attempt to complete more
work. The individuals that were poured into the project towards the conclusion will have had
little to no prior experience. Additionally, since the project finish might be delayed by the
completion of any one of the crucial activities, you will have raised your schedule risk.
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DISCUSSION
When There Are Many Similar Tasks, Measuring Progress

If your project has a lot of comparable activities, there is a technique to track timetable progress.
Think about what these three projects have in common to start:

1. Laying the foundation for a massive structure by driving hundreds of piles into swampy soil.

2. Producing a next-generation combat aircraft by producing thousands of engineering
drawings.

3. Making many computer programs that were created for a certain brand of hardware operate
on equipment from a another manufacturer.

The percentage of all constructed piles, engineering drawings, or computer programs may
provide a helpful timetable status in each scenario.

Validation Of Cost Performance

As a project develops, proper cost measurement becomes more important since cost measures
productivity. Cost estimates for personnel, equipment, and materials are included in each job
package. Make careful to record the real costs when each one is completed; comparing planned
and actual expenses will show you if the project is developing as expected.

How to Get Cooperation for Labor Hour Reporting

Real labor hours on tasks may face a lot of pushback if project management is new to your
company. Even though experience has proven that this seldom takes more than five minutes
every day, engineers, programmers, scientists, and other knowledge workers often gripe bitterly
about the lost productive hours they must spend each week just putting down their labor for
certain tasks. Here are two methods for getting over their resistance. Instead of enforcing
conformity, these techniques focus on gaining their cooperation:

1. Draw attention to the need of keeping track of real work hours. Comparing planned and
actual labor enables early detection of cost issues, which will enhance future project
estimates. Help them realize that both of these things will be advantageous to them.

2. Make reporting simple for them by selecting the greatest feasible increments for reporting
real hours. A department at a software business, for instance, decided to estimate and report
labor in increments of five hours when it introduced project management. At each project
status meeting, it was simple to disclose real labor as long as the task bundles were
maintained modest. Even if this wasn't nearly as precise as planning and reporting in hourly
increments, it was still a huge improvement over what they were doing previously.

Problems Associated with Graphing Cost Performance

When cost performance is graphed, the expected expenditure over time is often contrasted with
the actual costs. That's helpful information, however there might be some problems with this
kind of graph:
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1. The amount of money spent does not always represent how quickly the task is completed.
For instance, if the project is finished earlier than expected, the expenses may be greater than
expected.

2. Accounting delays might cause expense information to be sent months after it should. With
this sort of delay, a project's cost performance may seem fantastic throughout, but after it is
finished, the invoices simply keep flooding in.

Earned Value Reporting

Although there are benefits to doing so, doing so won't inform you if the project will come in
over or under budget. The anticipated and actual expenses for every work that has been
performed must be compared in order to provide an accurate picture of cost performance. This is
done using a method known as earned value reporting. Cost information is used in earned value
reporting to provide more precise cost and schedule reports. To provide a full view of the project,
it combines cost and schedule status. Projects may, for instance, be completed ahead of time
(good) but over budget (poor). They might also finish ahead of time and under budget, both
positive things. There are five potential combinations when "on schedule and on budget” is
included. Project managers who monitor just costs or only schedules are only receiving a partial
picture, as this graphic demonstrates, and won't really know whether their project is in jeopardy.

Calculating Schedule Variance Using Earned Value

Is the project finishing on time? The stakeholders all desire an answer to this issue. However,
determining how far a project is ahead of or behind schedule may be challenging. What if most
chores are completed on time, but some go ahead of schedule and others go behind? What is the
current status of the schedule for this project? Earned value estimates may aid in assessing
schedule volatility in this kind of circumstance, just as they aid in analyzing cost fluctuation.
Some of the same principles that are used in cost variance calculation are also used in schedule
variance calculation. Which are:

1. The intended (budgeted) cost of works that have been completed is known as the budgeted
cost of work accomplished, or BCWP.

2. Budgeted Cost of Work Scheduled (BCWS): This refers to the planned (budgeted) cost of the
work that has been scheduled and is currently expected to be finished.

3. Schedule variation (SV): The schedule variance is the difference between the projected
completion value of the job and the actual completion value of the task. Cost values are used
to evaluate timetable performance. BCWS BCWP = SV.

4. The schedule deviation divided by the projected cost up to that point is known as the
schedule variance percent (SV%). A positive SV% is desirable since it indicates that more
work has been completed so far than had been anticipated. A negative SV% is undesirable
since it indicates that less work than anticipated has been done. SV% is equal to SV/BCWS.

5. The time Performance Index (SPI), which is calculated as BCWP divided by BCWS,
indicates whether or not a project is on time.
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The quantity and amount of jobs that are behind schedule are taken into consideration when
using the cost data as the foundation for schedule assessment. Accordingly, the schedule
variation will be greater if 10 concurrent projects, each worth $10,000, are all one week behind
schedule than if just one of those jobs is.

The Earned Value Graph

Earned value charts provide the most accurate representation of a project's cost and schedule
performance. They display the cost and schedule status as of any given time, as well as
performance patterns. A chart of earned value is shown in Figure 2.
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Figure 2: Earned value curves [scribd].

The kind of graph may be used by a manager in charge of ten, or even one hundred, projects to
identify each one's cost and schedule performance. This will make it easier to decide which
project needs the greatest focus.

Earned Value Relies on Disciplined Project Management

The demonstrates how easy it can be to track progress using earned value measures. Sadly, many
businesses who attempt to implement earned value principles find it to be far more perplexing.
Earned value measurements are essentially free if you've studied the other chapters in this book
and are using the discipline as it is explained here. In other words, the earned value calculations
become simple if you have a thorough strategy and record real performance data. Here are some
hard-won tips for using earned value reporting technigues on projects.

Critical Is The Work Breakdown Structure

The work breakdown structure (WBS) holds the key to implementing earned value. Each item on
the WBS has to be a distinct task that satisfies the following requirements:
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1. The start and end dates must be specified.
2. The task must result in an observable result whose successful completion can be evaluated.
3. Even if the sole expenses are labor, they must be attributed to the work.

Your WBS should make straightforward earned value reporting possible if the standards have
been followed. When one of these errors appears in the WBS, there is a problem:

Rarely should WBS tasks correspond to current activities. There will always be certain jobs that
are designed as level of effort (LOE) tasks, which means that they have a minimal staffing need
that applies to the whole project. An example of an LOE duty is project management. We
anticipate that a specific amount of labor cost will be used on project management each week,
and the overall duration of this activity is determined by the size of the project. Another example
of a work where a weekly cost may be calculated and the task length relies on the project
duration is a construction project that engages security services to monitor the site. But in the
WABS, they ought to be the exception. The issue occurs when a group of jobs are grouped under
a term like "Engineering." The management doesn't divide up the technical work into distinct
jobs, but rather allocates workers to each task for a certain amount of time. As a consequence,
the WBS job looks like this: "Engineering” will take four months, and eight engineers will be
assigned.” This causes the following issues:

1. As long as the activity starts on time and doesn't need more than eight engineers, there won't
be any cost or schedule deviation with this task description.

2. LOE tasks provide the impression that a job is on track and under budget up until the day it
doesn't get finished on time; from that point on, we see how expenses and schedule
deviations keep rising.

3. Because fewer employees are working on an LOE assignment than was initially requested, it
actually conveys the notion that it is under budget. Of course, the news can seem to be
extremely positive until the day the work is due to be finished but isn't since there is no
objective method to monitor incremental timetable progress.

Primary Cost And Timelines

A baseline serves as a benchmark. The initial project plan, as authorized by the stakeholders, is
represented by the cost and schedule baselines. A project should, in theory, never deviate from
its initial course; as a result, there should be no deviation when comparing actual performance to
the baseline. However, this zero variance never really occurs. Even while things may not go
exactly as expected, many projects nonetheless come in under budget and ahead of time. One
strategy to maintain emphasis on the initial objectives even when modifications begin to occur is
to keep the baseline cost and schedule targets prominent. Earned value reporting emphasizes
variation from the baseline, which is one strategy to keep this important information apparent. To
concentrate just on schedule variation, a Gantt chart might be utilized, as seen in Figure 3.
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Figure 3: Contrast the present timetable with the baseline schedule [scribd].

The baseline serves as more than simply a starting point; it also symbolizes the project's agreed-
upon cost-schedule-scope equilibrium. The project team is dedicated to achieving the baseline
and ought to anticipate that it will continue to be held to the baseline, unless the project manager
specifies otherwise. Consider the case below. For a month, the BoxBetter project had been
running around two weeks behind schedule. The project manager had attempted a number of
strategies to catch up, but they had all failed. At this point, Terry and Madison, who had invested
nearly a quarter of their time on the project, gave up trying to update the schedule and instead to
focus on other tasks. They were supposed to finish a job before the subsequent status meeting
according to the BoxBetter timetable, but neither of them really did it. Terry and Madison were
shocked to find during the meeting that the other project team members had gone above and
above to get the project back on track.

Others were waiting for them to do their assignment since it was the only one that was now
behind schedule. In this instance, Terry and Madison had erroneously believed that the project's
baseline had altered. However, altering the baseline is significant because it creates a new cost-
schedule-scope equilibrium. The stakeholders must all agree to this new balance. Meeting the
new baseline can even be seen as a success if the change's reason is convincing enough. It might
also just mean embracing a new reality at other times. It probably makes reasonable to adjust the
project's original cost and schedule targets if all the evidence points to this happening.
Maintaining unattainable ambitions seldom inspires. The baseline must, however, be updated
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with caution and honesty since, if it is altered repeatedly, motivation will be affected. The new
baseline should represent the degree of performance that prompted the change in the baseline as
realistically as feasible.

It's amazing how many projects don't truly know where they stand until they're getting near to
the finish line and there's no way they're going to finish on time or on budget. Accurately
tracking progress is simple to do; all you need is a thorough project plan with cost and schedule
projections for each work item. But it does need a structured, methodical focus on the particulars.
The project manager and team can identify problems early, while they are still tiny and there are
still viable choices for fixing them, thanks to their attention to detail. Wall Street financial
analysts won't accept businesses giving quarterly or yearly outcomes based only on their gut
instincts; they expect actual data to demonstrate verifiable results. It's time to apply the same
standards to all projects.

CONCLUSION

Progress monitoring is essential for assessing the success of projects and activities. Individuals
and organizations may improve their performance and make data-driven choices by using the
right measurements and methodologies. A holistic review is made possible by the combination of
qualitative and quantitative data, which offers a thorough picture of development. To preserve
the integrity of the assessment process, it is crucial to guarantee the correctness and
dependability of the data used to measure progress. In the end, tracking one's progress toward
objectives and making choices that will ensure success are empowered by progress measurement
for both people and businesses.
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ABSTRACT:

Numerous difficulties and obstacles are involved in project management, which may prevent a
project from being completed successfully. This chapter seeks to examine typical project issues
and provide solutions. Scope creep, poor communication, resource mismanagement, and
insufficient risk management are among the issues that have been highlighted. These problems
are analyzed, and solutions are suggested, including developing a change control process,
improving communication channels, using resource allocation tactics, and taking a preventative
approach to risk management. Project managers may resolve typical project issues and raise the
overall success rate of their projects by putting these strategies into practice.
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INTRODUCTION

The key to effective project management is overcoming the many obstacles and issues that may
appear over the course of the project. Project managers deal with a variety of challenges that
might impede project development and imperil its success, such as scope modifications,
communication issues, resource limitations, and risk uncertainty. For projects to meet
stakeholder expectations and goals, it is essential to identify and successfully handle these typical
project issues [1], [2]. We investigate some of the most frequent problems that arise while
projects are being carried out and dig into the world of project management. Understanding these
typical project issues can help us create plans and solutions to lessen their effects and raise
project completion rates. Scope creep, poor communication, resource mismanagement, and
insufficient risk management are just a few of the issues that have been found. Each of these
problems comes with its own set of complications, but they may all be successfully dealt with if
proactive steps are taken and specific solutions are chosen [3], [4].

This chapter aims to shed light on these typical project issues, explore their root causes and
possible repercussions, and give project managers with useful solutions. We want to enable
project managers to better navigate the complexity of project management, reduce risks, and
maximize project results by providing them with a toolset of approaches and best practices.We
will examine the significance of implementing change control processes to manage scope
changes, the value of effective communication channels in fostering collaboration and
information flow, the necessity of resource allocation techniques to optimize resource utilization,
and the proactive approach necessary for efficient risk management as we delve into the
complexities of solving common project problems. Along with other techniques, they may aid
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project managers in overcoming obstacles, enhancing project performance, and increasing the
possibility that projects will be completed successfully[5], [6].

Project managers may better navigate the constantly changing project environment and direct
their teams toward a successful project completion by comprehending and dealing with these
typical project issues head-on. Projects may remain on schedule, fulfill stakeholder expectations,
and provide the necessary results within the established restrictions by effectively resolving
problems and implementing targeted solutions.We can anticipate resource needs, create budgets,
and evaluate risk probabilities, estimate performance, and much more thanks to the science of
project management. There is more and more project management software available to speed up
information distribution and simplify data crunching[7], [8].

Project management is not handled by computers, and estimates do not materialize out of thin
air. A skillful hand is necessary to execute a job using the tools and methods presented in this
book, which make up a potent toolkit. This chapter explains how using this toolkit will enable
you to solve issues that may arise on projects of any size or in any sector. Each issue or difficulty
is supported with a plan for using the resources we've covered in this book. Many of the issues
will be recognizable, and the suggested remedies could enlighten you in new ways. But don't
stop with the solutions you've just read. The discipline of project management is used to help you
reach your objectives. You may start practicing the art of project management on the issues your
own projects are facing by using this chapter as a starting point[8], [9].

Responsibility beyond Your Authority

When initiatives cross organizational borders, you can find yourself unexpectedly depending on
individuals you don't have any control over. They don't work for your sponsor or you. How can
you recruit them to your team as dependable, passionate members?

Project charter: Request that your sponsor make a charter available to all stakeholders. Make
sure to express your authority over this project clearly. Give your staff the context they need to
comprehend the project's significance to the company by explaining the project's motivation.

Communication plan: Include them in the process of building up your main communication
channel. You'll probably need a formal method of updating them if they are outside your
corporation. In order to know that people are informed and engaged, make sure that this is a two-
way medium.

Constrained work bundles with strict deadlines: Make tasks simple to follow and
comprehend. Include them in the process of job cost and duration estimation as well as the
creation of completion criteria. The more invested people feel in the strategy, the more
ownership and dedication they'll feel.

Network diagram: Emphasize the value of their contribution and the likely consequences for
the project if they fall behind on their timeline. Show them how they fit into the project. You
may let employees choose their own timetables if their responsibilities offer a lot of leeway, but
be sure to let them know that you want them to reach the scheduled start and completion dates.

Project status conferences providing a report on open tasks: Even when they aren't actively
working on the project, provide them updates. When their tasks are close enough to the open task
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report to display, invite them to status meetings. Hold them accountable to the timetable and the
other project team members.

Sponsor: Keep your sponsor up to date on your objectives and accomplishments to foster a
healthy working relationship. You may need the sponsor's assistance in getting over
administrative hurdles.

Disaster Restoration

In this case, a project has really gone off the tracks. The project manager is fired after several
significant schedule milestones are missed. You have been given the task of finishing this
project. How do you behave?

Project charter: With this project, starting from the very beginning. What are its objectives?
Set the remaining scope's priority and be clear about the consequences of missing the deadline or
going over budget.

Project plan: Find the ideal schedule under the premise of boundless resources using the work
breakdown structure and critical path analysis. You will get the shortest timetable conceivable as
a result. Next, depending on your strategy, ask for additional resources, more time, a smaller
scope, or all three. Your critical path timetable might be used to demonstrate to management
which resources you'll need to complete the project as quickly as feasible. If you do employ extra
individuals, you shouldn't anticipate their productivity right once; you'll need to give them some
time to adjust. You'll be under a lot of pressure to create a timetable that demonstrates you'll
reach the deadline. Now, resist this pressure and keep in mind that a tight timetable will serve no
one. If you deliver your facts clearly, management is likely to agree to a realistic timetable since
it is already known that this project was not being managed properly. The project team requires a
strong leader who will be committed to upholding the discipline in a circumstance like this.

Work package estimates: Utilize the team's input as well as the team's actual performance to
provide reasonable projections. Avoid alienating team members by dismissing their expertise
while you develop the strategy since you'll be dealing with an overworked, disgruntled team

Project status meetings: Regular status meetings with an emphasis on finishing short-term
goals can help you stay on top of progress and enable early problem-solving. Make use of the
open task report to make meetings efficient and short. Graph the plan's progress so that everyone
can see, particularly the team, that there has been real progress. Celebrate your little
accomplishments.

DISCUSSION
When the client postpones the project

You and your team are moving forward steadily and on time thanks to a strong project plan and
statement of work. But at this point, you begin to experience delays that are the customer's
responsibility. When the consumer is the reason for the delay, how can you keep to the schedule?

Diagram of a network: Start by looking for additional tasks that the team can focus on. The
network diagram will demonstrate other things you may do while you wait for the client. The
network is also a tool for determining how much the delay has affected things. Does the client
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have a task that is on the critical path? How much float is there if not? Make use of the network
to show how the consumer affects the timetable.

Adjust the control: Identify the effects of the delay on budget and schedule. There can be
expenses involved with altering your strategy, even if the client is not on the critical path. Bring
it to the customer's notice right away, and be sure to note the cause of the delay as well as any
effects it had on costs and the timetable. By adding a task in the WBS titled "Delay due to insert
the delay in the network diagram, too," you may include the unexpected delay to the project plan.
You may begin allocating your team members' hours to the delay job if the delay leaves any of
them unproductive. The measures you do will make it evident that everyone involved
understands what caused the delay, even though you must have a pleasant attitude while working
with the customer to remain on time.

The Unrealisable Dream

A deadline and an unattainable budget have been given to you. When you attempted to explain to
the management that it was unfeasible, they began referring to "can-do attitudes.” How will you
respond to this circumstance?

Charter for the project:Be very specific about the project's goals, objectives, and deliverables.
Verify that the deliverables and scope are really required to achieve the goal. Learn about all the
cost and scheduling penalties.

Plan your project: Develop at least three solutions for what can be done while displaying your
finest "can-do™ attitude. You must be able to show the management the trade-offs they may
make. Afterward, suggest the choice that seems to align with their cost-schedule-scope
objectives. Utilizing the network diagram and resource spreadsheet, determine the most
individuals you can effectively apply to the project. Then, seek for the schedule modifications
that will result in the most cost savings. Finally, assess the jobs that can be compressed most
efficiently using a crash table.

Risk administration:You must do risk assessments at both the high level and the detail level to
identify your danger areas since your project will contain risks that have an impact on both cost
and/or time. Following that, you may take the necessary actions to reduce the risk, such as
regular monitoring and keeping an eye out for emerging dangers.

Reports on status: Never give up trying to alter the expectations of your stakeholders, even if
you are trying to achieve an impossible deadline. Every time you provide a status update, let
them know how hard the team is working to achieve the objectives and how far along they are.
Set periodic reminders that if early progress is any indication, real cost and schedule
performance won't be as expected. They may not first believe you, but as more and more proof
mounts that this was a well-managed operation that was misjudged, they will be compelled to
accept truth.

Fighting Fires
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You constantly work quickly, intensely, and with short lead times. Although the definition and
planning exercises seem to be excellent ideas in principle, there simply isn't enough time for
them. Planning ahead for project administration. Remember that a methodical approach to
employing all of these project management approaches will strengthen your capacity to react
swiftly to any scenario, rather than using the justification that your projects are too rapid or too
fluid for them. People in the fire service, who really make their livelihood fighting fires, don't
just wing it. When their fire bell sounds, they are prepared with all the pertinent inquiries to
formulate a strategy, define the project, and determine the hazards. Although they aren't known
as project managers, each group has a designated leader whose role it is to supervise, plan, and
communicate. Get organized before the fire starts, therefore heed the advice of the actual
firemen.

Managing Volunteers

You are the project manager for a nonprofit group. No one questions your leadership, yet you
must complete all tasks without having any kind of control over team members. What's the trick?

Charter for the project: By concentrating on the goal and the deliverables, you can generate
passion and a shared vision. Sharing the mission emotionally motivates team members, and
concentrating on the deliverables will restrict the scope. Controlling the scope is especially
crucial for a volunteer project because it could be challenging to convince the team to put in
additional time[10].

Simple tasks with strict deadlines for accomplishment:Give everyone precise instructions and
limited room to wander from the goal to make it simple for everyone to achieve.

Plan your project: You must be very organized and knowledgeable about the float and vital
route. If they don't feel any urgency, people may put off starting the project. As a result of
volunteers' frequent hectic schedules, you will need to do some resource analysis. Without it, you
can have a few individuals attempting to do everything at once.

Plan for communication: Create a system for keeping in contact with everyone that doesn't
require much work or frequent meetings. They will choose to use their limited volunteer time to
accomplish goals rather than sit in on meetings.

Status conferences: Regular status meetings provide opportunity to invigorate the group, forge
connections, and make project choices. Frequent status checks will keep you informed of
progress. Celebrate the advancements. Use effective meeting management strategies to make
sure that these are meetings that people will want to attend and that are fruitful.

Managing volunteers is efficiently managing and monitoring people who voluntarily provide
their time and talents to a cause or organization. Although they are not traditionally considered
workers, volunteers are essential in a variety of fields, including non-profit organizations,
community projects, and events.

Several crucial factors must be taken into account in order to manage volunteers effectively:

1. Recruitment and Onboarding: It's critical to find the suitable volunteers. The roles and duties,
skills needed, and time commitment anticipated should all be made explicit. To make sure
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volunteers are aware of their tasks and the organization's objective, create a productive
recruiting process, conduct interviews, and provide orientation and training.

2. Establish open lines of contact with volunteers to promote engagement. Share updates often,
give out what's essential, and quickly resolve any issues. Create an atmosphere that is
welcoming and upbeat so that volunteers will feel valued and inspired to do their best.

3. Delegate and supervise work depending on the abilities and interests of volunteers.
Expectations, due dates, and deliverables must all be made clear. Assist volunteers on a
regular basis and provide comments to help them understand their roles and complete their
assignments successfully.

4. Recognize and value the volunteer's work by expressing your gratitude. Celebrate milestones,
give them encouraging input, and acknowledge their accomplishments. This not only raises
spirits but also motivates volunteers to keep making important efforts.

5. Training and Development: Give volunteers the chance to broaden their knowledge and
abilities. Offer pertinent training courses, seminars, or mentorship schemes so they may
advance both personally and professionally. This not only helps the organization, but it also
makes the volunteers more successful in helping it.

6. Resolution of Conflicts: Conflicts may occur in any group context. A procedure for resolving
disputes amongst volunteers or between volunteers and staff personnel must be in place.
Address any problems right away, create a welcoming atmosphere for discussion, and seek to
develop win-win solutions.

7. Planning for volunteer retention and succession: Encourage a feeling of community and
provide chances for sustained commitment. Create a succession plan to facilitate seamless
transitions as volunteers leave or take up new positions and acknowledge the significance of
volunteer retention. Keep in touch with former volunteers since they may represent the
organization and be resources in the future.

Manage Professionals Like Volunteers

You might say you are supervising volunteers. Peter Drucker, a renowned management expert,
compared managing professionals to managing volunteers since both desire to do fascinating,
worthwhile work that is a good use of their time.1 Think about it: Would your management style
change if you treated every project you oversaw as a volunteer endeavor? Would there be greater
enthusiasm on your team? Would you show greater zeal?

Applying science to project management is the art of success. You have the elements of every
successful project when you are equipped with the fundamental set of tools and strategies to
design, plan, and manage projects. But this is a collection of tools that becomes sharper with
usage. Understanding the science of project management is simply the first step in using it; you
must also have faith in its efficacy. Science is not very difficult to learn. I truly hope that the
approaches have been explained in this book in a straightforward and understandable manner.
Unfortunately, there is no book that can ever make them simple to use.
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Being a project manager is challenging. It calls for tenacity, commitment, and a thick skin.
People who believe that project definition and planning are a waste of time will be opposed to
you. They will put your faith to the test, especially if the sceptic is your employer or a client.
Through any adversity, you must remain committed to the discipline.

CONCLUSION

Common project issues may negatively affect a project's success, but they can be reduced with
the right techniques. Project managers often encounter issues including scope creep, poor
communication, resource mismanagement, and insufficient risk management. The solutions to
these issues are discussed in this paper, including the implementation of a change control process
to handle scope changes, improving communication channels to encourage collaboration,
utilizing resource allocation strategies to maximize resource utilization, and adopting a pro-
active risk management strategy to recognize and reduce potential risks. Project managers may
reduce project delays, enhance team communication, allocate resources wisely, and limit risks by
using these strategies, thereby improving the likelihood that the project will be successful. To
guarantee the effective execution and completion of their projects, project managers must be
proactive and diligent in detecting and resolving these frequent project issues.
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ABSTRACT:

Organizations utilize enterprise project management (EPM), a comprehensive strategy, to
manage and coordinate several projects across various divisions or departments. This chapter
attempts to examine the fundamental ideas and advantages of EPM, emphasizing its importance
in accomplishing strategic goals, raising project success rates, and boosting organizational
effectiveness. The chapter offers a brief summary of the key ideas and gives insight into the
significance of EPM for contemporary enterprises.EPM offers a comprehensive picture of
project portfolios, facilitating resource allocation, risk management, and informed decision-
making. Additionally, it improves cooperation and communication amongst project teams,
promoting the exchange of expertise and encouraging creativity.

KEYWORDS: Organizational, Project, Project Management, Strategic Objectives.

INTRODUCTION

We saw that the workplace is evolving to become more project-focused. Projects are receiving
more organizational resources, and change is happening faster. However, since each project is
different, managing several projects is significantly harder. Companies or departments with a lot
of projects must have a streamlined process for choosing, starting, and managing groupings of
similar tasks[1], [2]. Managing all of the projects inside the company is what we refer to as
multi-project focus enterprise project management (EPM). The project management office, or
PMO, has been the typical answer as the demand for EPM has grown. Depending on how many
and how big the projects are, a PMO could include only one person or a sizable team. The PMO
is in charge of developing and maintaining the technology and procedures that support EPM.

The alignment of projects with strategy is one of the main advantages of corporate project
management. Every initiative has the ability to benefit the company more on an individual basis.
The company must, however, reject some excellent ideas due to a lack of resources. Instead, it
must choose just the greatest initiatives and provide them with the attention and resources
necessary for their success [3], [4]. The most popular methods of corporate project management
will be covered in this chapter, along with the responsibilities of a project management office.
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Reading This Chapter

In this chapter, enterprise project management will be covered. Let's start by outlining the
chapter's flow, which is divided into three main sections:

1.

It starts out by describing what is meant by EPM and introducing the model that
demonstrates how all of the components of EPM interact as show in Figure 1.

Next, we describe the three EPM levels and what purpose each one performs.
We examine each of the four structural elements that support EPM in the third part.

AN
/ @chnulogy
/ Project portfolio \
: F management
Program l\)

management

Project N
\ management /

Drganizatiu>

Figure 1: The enterprise project management (EPM) model [scribd].

chess
a|doa>

Benefits of Project Management Formalization

Recall the following five project success factors:

1.
2.

3.
4.
5.

Consensus on the project’s objectives among the project team, the client, and management.

A plan that outlines a general direction and specific duties and is used to monitor project
progress.

Constant, efficient communication between all parties involved with the project.
A limited scope.
Management assistance.

The chance of success for a project significantly rises when each of these elements is present. In
order to regularly attain these qualities, it is sensible for a company to institutionalize them[5],
[6]. Experience supports this. Common project management practices have been developed by
several agencies and businesses, and the outcomes of projects have improved. But almost as
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soon, they discovered that managing many projects at once became the next challenge. It's
similar to a congested motorway where each vehicle's speed is determined by the speed of others
around it rather than by its own capacity. To continue the analogy, if you take away the majority
of the petrol stations, you'll soon have abandoned cars all over the shoulders. If every vehicle in
this example represents a project, then we need high-performance vehicles with enough fuel.
Additionally, we aim to reduce the number of automobiles vying for scarce fuel and road space.
The best ventures, with appropriate funding and a clear goal. As a consequence, more initiatives
contribute to the achievement of strategic objectives and fewer ventures fail and never recover

[71, [8].
Enterprise Project Management Defined

In order to match strategy with project execution, enterprise project management (EPM)
consciously integrates procedures, technology, organisational structure, and people. All of the
elements of EPM are shown in Figure 1. The three layers of management that are conceivable
when EPM is present are made possible by the structural elements of EPM. We provide a basic
overview of the concept here before delving more into each component later on in the chapter.
The three levels of management in the EPM model serve as a conduit between organizational
strategy and project resources. At its most basic level, project management concentrates on the
successful completion of chosen projects, which was the topic of all preceding chapters. Program
and multi-project management, the next layer, helps to coordinate projects as well as the
resources that all projects share, notably the human resources. The top layer, project portfolio
management, ties the organization's strategic objectives to the decisions made about projects and
programs [9], [10].

The EPM model's enabling elements all cooperate. The generally recognized approaches to
project management, as well as management tasks at the program and project portfolio levels, are
standardized procedures. The information and communications technologies that make it
possible for individuals to follow procedures make up technology. The implementation and
upkeep of the remaining EPM components are the unique responsibilities of a project
management office, or PMO, an organizational structure. The individuals in the model are the
ones who oversee and carry out initiatives.

The personnel must have the necessary abilities to operate the technology, adhere to the
protocols, and complete project tasks. We must address the word “enterprise” and be explicit
about the situations in which EPM may be used as we explain the EPM components. In reality,
an enterprise may be anything from a whole company to a specific division or line of products.
Engineering and consulting firms are examples of small and medium companies that may cover
their whole activity within the scope of EPM. Because the complexity of EPM skyrockets when
it is applied to loosely connected groups, an EPM project more often occurs inside specialized
departments in major enterprises or governmental organizations.
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DISCUSSION
Portfolio, Program, and Project Management Are the Three Tiers of EPM Management

The sheer nature of projects presents a significant management issue for an organization with
several ongoing projects. Each project is short-lived and distinct; some are completed quickly,
while others take months or years; some are ordinary, while others call for specialized
knowledge. The level of efficiency attainable in managing a repeatable business appears
practically impossible when projects start and finish and manpower needs rise and fall. The three
EPM levels offer a solution to this problem.The methods used to specify, organize, and control a
single project are collectively referred to as project management. The remainder of this book has
a detailed description of them.

Program Management

Many businesses find it difficult to keep track of all active and future initiatives, especially when
they divide the same employees over many projects. Program and multi-project management
provides visibility and coordination amongst projects as a response. It should be noted that there
are two distinct, but widely recognized, meanings of the word "program.” One definition refers
to any project that helps achieve a linked objective, such winning and carrying out a contract to
design, construct, and run a communications network. This fits the definition of a program given
by the Project Management Institute. Supplier management and operations management are only
two examples of functions included in a program in this sense that go beyond EPM. The
management of several projects inside an organization is the other widely used definition of a
program. Because they all employ the same resources and have similar overarching
organisational aims, the projects in this example are all connected. Using either definition,
program management employs the following actions to reduce the chaos brought on by several
connected projects:

1. Dividing up scarce resources, especially manpower, across several projects. A database
analyst (DBA) is often required for work inside IT projects, however a DBA isn't always
required on a full-time basis. An energy firm has a team of scientists, each with their own
area of expertise, who work on various projects since they must evaluate and address the
environmental effects of their hydroelectric dams. The majority of those who work on
internal projects for their companies are really distributed over many projects, and they must
also juggle their operational responsibilities. The project timetable is constrained by the
availability of project resources, including suppliers, equipment, and personnel with
specialized expertise.On the other hand, we also want that all of our resources be consistently
used, with neither too much nor too little to accomplish. When we divide our resources
across several initiatives, the issue becomes more complicated and equally crucial. Based on
the priorities established by the project portfolio management layer, it is necessary to match
few resources to many projects. Enterprise project management is not actually present in a
company without this connection.

2. Monitoring connections between projects. When numerous initiatives are started to assist one
another, it is probable that these initiatives will be interdependent, with the output of one
project serving as an essential input to another. Similarly, two initiatives with unconnected
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aims may in fact have an impact on the same area of an organization. Although a project
manager often has little influence over managing these connections, they increase the
project's complexity and risk. Project interactions and overlaps are explicitly addressed by
program management.

3. Managing initiatives or activities that benefit several projects yet are burdensome for any one
of them. Choosing a provider of tools or services, for instance, that will be applied to several
projects. The selection process' effort might significantly raise the cost of any one project,
but its outcomes will be beneficial to numerous projects and provide uniformity across them.

4. Additionally, rather than simply one project's needs, the selection will take all of them into
account. This is yet another way the program management layer works to improve the
effectiveness of the project management tier.

A project (or program) management office (PMO) normally handles the duties of program
management. We shall see that PMO tasks often expand beyond the program management
activities indicated here when the different forms and duties of the PMO are detailed later in this
chapter.

The Portfolio Steering Committee and executives

Investing firm resources money, people, and facilities to effect change entails project approval.
Projects will be approved and overseen by those with the power to commit resources. In a small
business, it could be the president of the firm or the general manager of a division. A steering
committee made up of those who share responsibility for accomplishing strategic objectives is
more often used. They are compelled to strike a compromise between the enterprise's best
interests and their limited resources as a result of the constructive tension that shared
responsibility produces.

Initiative Sponsors

They have sufficient power to be held responsible for project outcomes. They need to be
involved in creating the business case and presenting the proposal to the steering committee.
Naturally, they could also have enough power to serve on the steering committee.

Enterprise Analysts

On projects with an IT component, the term "business analyst" is often used, although the
function may be filled by anybody who has the analytical and business case writing abilities.
Helping project requestors improve their comprehension of a possible project is one important
but sometimes underappreciated contribution of a qualified analyst. A project's direction may be
improved with skillful analysis, or the requestor may realize that the project is not valuable
enough to proceed. The steering committee will have to assess fewer possible projects because of
this upfront preparation, and each business case will be of better quality.

Project Choice
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In a dynamic, forward-thinking organization, fresh ideas will constantly emerge. There will
always be more fresh project ideas than there is capability to implement, even in a well-
developed organization with a stable environment. Before selecting a team and giving them the
go-ahead, the executive team or steering committee must assess the advantages and
disadvantages of each concept. The first component of portfolio management is a consistent
business case for each new project. A sponsor is chosen after a project is authorized. A project
manager is appointed shortly after that.

Sequence and set priorities

Even if a project meets the cost-benefit requirements, it could not be authorized if another project
offers a higher return on investment. Alignment with strategic objectives will be one of the
ranking factors that the steering committee adopts. These standards are used to rate potential
projects. The committee may pick two smaller projects rather than one larger one in order to
diversify the risks associated with the initiatives that are chosen. Another aspect that will be
considered is urgency. When two initiatives have comparable resources and advantages, the one
with the smaller window of opportunity will be given priority over the other.

Ongoing supervision
Projects start off with a lot of assumptions, not all of which will pan out.

At crucial junctures, a responsible steering committee reviews and authorizes projects. The
business case and project plan are updated at phase gates, so that the steering committee may
examine them. Project cancellation is a common occurrence in business. If great initiatives
demand resources, even decent ventures will be shelved. One project executive put it this way
when he explained how some projects are naturally cancelled at phase gates: "It's a funnel, not a
tunnel.”

The Three Tiers Work Together

The combination of project, programme, and portfolio management enables each resource
working on a project to be in line with overall business objectives. Resources are more regularly
and realistically accessible, which improves project execution. The preference of one project
over another is decided by management based more on facts than on preconceptions. Projects
that are deviating from their cost and schedule targets are identified via regular reporting and
oversight. We can observe how these layers improve the efficiency of the overall project delivery
process. Let's now look at what makes these layers function.

The Four Elements Of EPM: PMO, People, Process, and Technology

Only when the four elements processes, people, technology, and organization are in place can the
three layers of EPM we just reviewed function. If your company is going towards EPM, consider
include all four in your vision since they all operate together. The contributions that each
component provides to a successful project delivery will be examined in the sections that follow.
We'll also go over some pointers to keep in mind as you create each component.
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The Objective Is Not the EPM Structure

Enterprise project management refers to the coordination of project resources to achieve
organisational objectives as effectively as feasible. The four EPM components are tools for
achieving the objective; they are not the objective itself. Remember that the purpose of our
organizations which we will discuss in more depth in the sections that follow—is not to finance
EPM tools, procedures, or even to complete projects. It operates in the opposite direction. The
organisation, people, procedures, and technologies that make up an organization's EPM are there
to support the projects. The projects are there to help the business achieve its objectives. This
caution may seem obvious, yet far too many companies fail to keep this essential objective in
mind while they build the foundation for EPM.

Implement Stable Epm Processes

Good project managers bring a methodology to every assignment that they use to comprehend
and arrange projects. This approach is the result of all the lessons they've gained from their prior
achievements and mistakes. When you gather two or three seasoned project managers from the
same company, they'll discuss their methods and strategies in an attempt to gain knowledge from
one another's experiences. Even if this informal sharing is beneficial to the project managers
themselves, their company doesn't actually gain anything from it. Each of them retains their
expertise and experience, and if they leave the company, they take their knowledge with them.
Enterprise project management provides a framework for the company to develop project
management competence, which has the additional advantage of producing better project
managers. This section of the chapter explains the process element of EPM, including the value
of specified EPM procedures and instructions for implementing them.

EPM requires consistent procedures at the programme and portfolio levels to work, but the most
crucial processes and the hardest to define have been those at the project level. We will focus on
this level first since despite the wide range of project management approaches available, many
businesses find it difficult to develop useful rules for managing projects. The use of uniform
forms for project management outputs, such as status reports and risk assessments, are apparent
instances of consistent project management practises. We'll see in this section of the chapter that
a process description also includes distinct roles and decision-making points.

Project management and development practises should be kept separate

Recall the difference between a project life cycle and a development life cycle stated throughout
this book: While the development life cycle provides the actual definition of how to conduct the
job (such as standards for design documents or testing processes), the project life cycle
represents the activity necessary to manage the work (such as establishing a comprehensive plan
or communicating status). When developing project management procedures, this difference
should be preserved. An efficient organisation understands that several project types exist,
therefore using a single technique for all projects is impractical. Permit standards to be defined
independently of project management standards for defining requirements, developing the
product, constructing it, etc. It's true that product and project approaches should complement
one another, but they will both function better if they are created to be distinct but
complimentary.
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Different Project Management Techniques Are Appropriate for Different Types of Projects

Why is it necessary for a business to have project management standards? Why not simply
purchase a set from a project management consulting organisation or utilise the forms that are
available for download in the book's companion? Or even better, why can't we all agree on the
one optimal approach to project management? The obvious response is that different projects
have different management needs. Using a one-size-fits-all strategy is impractical due to the
variances across projects. An organisation may have a variety of project kinds, and each type
will need a separate set of management standards.

One division, for instance, identified three different project types:
1. Tiny: Tasks needing less than 100 man hours.

2. Internal: Tasks where the department has total authority over all personnel and decision-
making.

3. External: Projects where the department provided a service outside of its limits,
necessitating much greater coordination and communication.

The department staff developed templates and instructions for producing a charter, project plans,
status reports, and other project management deliverables for each kind of project. Each set of
criteria was gradually more comprehensive since managing each kind of project became more
difficult. The more complex projects with external clients received much more structure as a
result, while the simpler initiatives weren't burdened with onerous management requirements.

Benefits of a Consistent Project Management Approach

The foundation for process improvement is a shared method for handling each project. Project
managers will be able to incorporate lessons learned from their projects to the project
management standards since they will be aware of what is required of them. All project
managers will perform better as a result of these two elements.

The Use Of Technology In EPM Processes

The art of leadership is built on the science of project management, a point that has been
emphasised throughout each chapter. Our capacity to gather and preserve reliable information is
crucial to the science of project management. It is considerably more crucial in the case of
corporate project management. We examined the process element of EPM in the preceding
section. This section explains how technology helps us achieve our EPM objectives. In addition,
we provide recommendations for successfully using EPM technology.

Technology Capability for EPM

EPM covers a wide range of topics, including effectively managing individual projects,
comprehending the connections between projects, and choosing and overseeing initiatives
depending on how well they align with strategic objectives. Eight typical EPM technological
capabilities are categorised below according to how they relate to project management as a
discipline.
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1. Project administration: Each project requires a thorough plan that incorporates the budget,
timetable, scope, and resource restrictions and may be used to track development.

2. Interaction and cooperation within the team: Projects need organising project
documentation, monitoring problems and hazards, and reporting individual progress against
assignments.

3. Making inter-project relationships visible: Coordination of several projects necessitates
awareness of their connections when staff from different projects are working together or
when one project is waiting for another to complete a crucial milestone.

4. Resource use transparency across all projects: We make an effort to avoid overloading
certain workers with tasks while under-assigning others. One of the motivating aspects for
using EPM technology is the ability to observe people availability or over-allocation across
several projects.

5. Summary of the project portfolio: Managers in charge of several projects gain from having
access to reliable summary status information for all of their projects. demonstrates how a
manager might arrange all projects under their supervision and provide access to
comprehensive project information by choosing any project.

6. Reporting on project status: Hard data, including cost performance, and verbal
explanations of project events (both the good and the negative) make up the status of a
project. EPM technology makes it possible to combine both kinds of information in a similar
manner so that management has a clear, consistent understanding of how each project is
progressing.

7. Cost management: If we can't record and analyse costs, aligning resources and objectives is
very much just a theoretical exercise. The majority of the time, expenses are incurred at the
project level; nonetheless, good cost analysis involves classifying expenditures that cross
projects. EPM technology is increasingly used to complete the primary duty of tracking the
time (labour) spent on projects.

8. Connections to additional systems: EPM does not include all business processes. The
amount of effort necessary to maintain project accounting, especially timekeeping for
individual project team members, in sync with the general accounting system is reduced
thanks to the EPM system’s ability to connect with accounting and portfolio management
systems.

Most of the Solution Already EXxists

Numerous commercial software programmes are made for enterprise project management,
including managing projects and summarising data above the project level, and they are effective
in this regard. They come in a variety of prices, powers, and architectures. Alternately, you may
use a system you built yourself that is quite straightforward. In any case, selecting your tool and
effectively implementing it should adhere to the general rule of information system
implementation: needs come before development.

The People Who Deliver Projects

TRANS Asian Research Journals
, . 224
http://www.tarj.in



TAIMMR

AJMMR: Trans Asian Journal of Marketing & Management Research
ISSN: 2279-0667 Vol 11, Issue 1, January 2022, Special Issue Impact Factor: SJIF 2021 = 7.263
A peer reviewed journal

We dare not lose sight of the fact that the goal of our organisation is to produce projects, and
those projects are delivered by people, while we concentrate on the procedures and technologies
of EPM. In almost every area, management looks on its trusted leaders to complete challenging
projects effectively, regardless of the sophistication of the firm's tools and procedures or the
looming deadlines. In other words, the best workers complete the best tasks. The best individuals
do the finest tasks. Just recruit better people! That could appear to go against our concentration
on standard tools and processes. The finest project managers, however, continually use the best
practises when we look at these difficult projects that are successfully completed. The five
project success characteristics mentioned throughout this book were developed by listening to
success tales of various projects. In fact, since project management is the foundation of their own
success, good project executives are often the strongest proponents for institutionalising the
discipline.

The top employees follow the finest procedures. If that's the case, how can we encourage more
individuals to adopt the best practises? The best method to create the project leaders of the future
is to institutionalise these practises via our EPM programme. Our tools and procedures mirror the
practises we want our project leaders to use. Given that we want workers to be able to
comprehend and apply the company's best practises, training is unquestionably a component of
the solution. Beyond formal instruction, however, our staff members will get experience with our
EPM tools and techniques, which will enhance their project management skills. They will
develop "unconscious competence™ via regular practise, executing it correctly without having to
think about it, since project management has become a habit.

By institutionalising the finest project management techniques, we can foster a learning
environment where our project managers may learn and practise their project management
abilities. What about the team, sponsors, and functional managers, our other EPM stakeholders?
Their predicament is comparable, but with a lower learning curve. If we want to have an efficient
EPM, each of these stakeholders has a crucial role to play. They must understand their role in the
larger scheme of things and be able to contribute effectively. For this reason, training for key
stakeholders often includes an explanation of the objectives and benefits of EPM, as well as the
overall structure of EPM for the company, as well as the specifics of what they may anticipate to
do.

CONCLUSION

In the complicated corporate world of today, enterprise project management is very important.
Organizations may efficiently manage and coordinate projects amongst several departments,
maintaining alignment with strategic goals and maximizing resource utilization, by adopting an
EPM strategy. The capacity of EPM to increase project success rates is one of its main benefits.
Organizations may reduce risks, spot possible bottlenecks, and proactively handle problems by
using standardized project management procedures. As a result, projects are completed more
successfully, customers are happier, and overall performance is enhanced. EPM also improves
organizational efficiency by reducing procedures, doing away with duplication of work, and
fostering uniform project management practices. It lets businesses to take advantage of
economies of scale, maximize resource use, and speed up project completion. EPM improves
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openness, accountability, and efficient decision-making at all levels by centralizing project
information and providing clear governance frameworks.
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ABSTRACT:

A key component of requirements engineering is the solution goal, which offers a detailed
description of the ideal solution that has to be created. This chapter focuses on the significance
of accurately expressing the solution goal and its influence on the timely completion of projects.
It addresses the advantages of a well-defined and thorough description and underlines the
essential components that have to be included in a solution goal.The solution goal serves as a
reference point for activities, resource allocation, and validation of the final solution versus the
original objectives throughout the project lifetime.
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INTRODUCTION

The development of a comprehensive understanding of the characteristics and performance of
the product or service being created is essential for project success, which is defined as
delivering the correct product at the right time for the promised cost. Maintaining consensus on
this product vision throughout the project and executing it are equally crucial[l], [2].
Requirements development and management refer to the methods and procedures used to create
this unified product vision and carry it out. Despite their close association, creating and
managing requirements is not often seen as a part of project management. Instead, it is a distinct
discipline that can only be understood in the context of the work that is being created. For
instance, the precise procedures and methods for outlining the specifications for an office block
will be distinct from those involved in creating an accounting software program or a space
shuttle[3], [4].

The structure in this chapter should be helpful to everyone since several required concepts cross
industries. The examples and strategies in this chapter, however, are focused on information
technology and software development projects since they are the ones that experience
requirements failure the most often. Requirements is a broad subject that has been the focus of
whole books. This chapter aims to orient readers to the field; you will know what it is, why it is
significant, and be able to pinpoint potential improvements to your requirements efforts.

Project Management and Requirements Are Strongly Associated

When and where do these two fields of study converge? during each stage of the process.At its
most fundamental, creating a product or service that perfectly serves the client's needs is the
foundation of customer happiness (or, better still, customer joy). The cost and schedule aspects
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of the triple constraints are also dependent on having a thorough grasp of the customer's desired
project result, despite the fact that we have previously said that the scope component of the triple
constraints is determined by requirements. Because they define the desired project result and
determine the project scope, requirements are an important part of a project business case. The
cost and schedule estimates become less precise the more unknown or yet-to-be-determined the
requirements are[5], [6].

It should go without saying that for the project to succeed, all parties involved must agree on the
needs. As a result, it is reasonable to predict that everyone engaged will be intensely focused on
precisely documenting and managing needs, with perfunctory attention to requirements,
ambiguous requirements, or undocumented requirements being as uncommon as rain in the
desert. Sadly, that is not the case. The frequency of project failures that are directly attributable
to inadequate requirement elaboration is astounding. Everyone who has worked on projects for
more than a few years has likely personally experienced the agony of requirements failures. How
unpleasant that may be! Finding that requirements weren't well grasped at least results in rework.
Fixing an issue may involve 10 to 1,000 times as much work as fully understanding the need!

If a 1:10 or 1:1000 cost factor seems unlikely, keep in mind that incorrect requirements may
result in incorrect designs, which can then result in incorrectly built products that might not be
discovered until the client is evaluating the product for acceptance. Even worse, the issue could
not be discovered until after the product has been made available for use and is in use.
Operations interruption would then be included in the cost of the mistake. The amount of rework
increases with the length of time it takes to find the issue. A requirements mistake costs money
and reputation when it causes problems for consumers [7], [8].

The Business Analyst Is Crucial

Who is in charge of speaking with customers and other stakeholders to gather needs and record
them? Depending on the project, multiple approaches are used to fill this important position. The
job of the architect in both residential and commercial building is this. An outdated position the
business analyst is receiving renewed interest in software and IT initiatives. The expansion and
achievement of the International Institute for Business Analysis (I1BA) provide as evidence for
this. The IIBA, which was established in 2003, serves as a focal point for the creation of
standards for obtaining, describing, and managing requirements for IT and software development
projects. Every project manager would do well to ensure that whomever performs this crucial
position is knowledgeable about their particular industry's best practices for requirement
authoring[9], [10].

DISCUSSION
The Evolving Product Vision Is Illustrated by Requirement Types

At this stage, a more detailed definition of requirement is needed. Although there are other
definitions for this word, the IIBA definition should work for any project. An effective portrayal
of a need is a prerequisite. Understanding the potential value that may be given if a need is met is
at the center of requirements.Requirements emerge when the product's vision develops from a
general perception of a challenge or an opportunity to a precise feature set. Each sort of need
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turns the product's operational and technical requirements into the vision. This progression is
seen in Figure 1.
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Figure 1: Evolution of requirement types [scribd].
Organizational Requirements

These requirements, also known as business requirements or mission requirements, serve as the
foundation for the project's business case and serve as its rationale. They respond to the
fundamental queries: Why are we doing this project, and how will we know whether it is
successful? For instance, what is the point of the space shuttle? What tasks are we anticipating it
to carry out for us? How will we be able to evaluate the effectiveness of our modernization
project?

Enterprise requirements are inherently too complex and abstract to be used in the development of
a single product. Their aim is to define the product's ultimate objectives; if the project teams can
accomplish these goals, the product will be successful. They define the what, and later
specifications will define the how. You'll see that the enterprise requirements serve as the
foundation for assessing potential solutions to the initial issue or opportunity in Figure 1's
progression of the product vision. Additionally, they will provide the foundation for success
assessment after the project is finished.

User Specifications

The solution is described from the end user's point of view in user requirements, which are also
known as stakeholder requirements. What users (and other stakeholders) must be able to perform
in order to fulfil the corporate requirements is described by user requirements. User needs list
aspects that the solution must provide in order to fulfil daily actions carried out by the end user.
For instance, a community college's online course registration system may include functions like
"register for class" and "manage student grades," among others.

User stories are a popular technique for capturing user needs. User stories are a component of the
agile methodology that specify tasks that users must complete. The user, the action they must be
able to do, and the business value of that activity are all identified in the basic user narrative
framework. The advantage of user stories is that they express user tasks in a natural language
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manner. They are written in a manner that makes it apparent to both users and solution providers
what it is that users must be able to perform.

Solution Requirements

What the solution must perform to satisfy user and company requirements is described by the
solution requirements. Functional and nonfunctional requirements may be used to further
categories solution needs. What the solution must accomplish to meet the user requirements is
described by the functional requirements. How thoroughly the functional criteria must be
fulfilled is described by the nonfunctional requirements. For instance, "the solution shall present
a list of available classes” may be the functional requirement for "register for class." A business
rule, such as "the solution shall present only classes for which the registrant has met the
prerequisites,” might be part of the nonfunctional need. Declarative statements are used to write
functional requirements. The intended results of the whole project are defined by enterprise
requirements. We can better understand how the solution will allow users to accomplish the
desired outcomes by using user requirements. Solution requirements specify what must be done
by the solution and how effectively it must be done in order to satisfy user demands and provide
the anticipated project results.

Requirements Scope and Processes

Requirements management and requirements development are the two main categories of
activities that pertain to requirements. We employed four steps in the straightforward product
development life cycle: requirements, design, build, and operate. For many different sorts of
product development initiatives, this model would be divided into more precise stages and
represents a high degree of abstraction. With a focus on requirements, that oversimplified view
of the development life cycle gets things started correctly. However, emphasizes how
requirements activities continue to be the primary driver of development up to product approval.

Requirements Development Activities

Requirements Development includes the process of going from the first identification of a
chance or a problem to a more detailed description of the solution aim. The activities of design
and development are built around this aim. This road is seldom straightforward.

The problem is caused by several variables, including:

1. Neither the client nor the end user are aware of the requirements. This might be because
they are venturing into unfamiliar area, but it is often as straightforward as their
perception of their "need" to alleviate the discomfort.

2. Silos still exist inside organizations. One group may define its own set of requirements
without taking into account or comprehending how those requirements (or a response to
those requirements) influence other areas of the organization.
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3. There is a pervasive lack of awareness of the time and knowledge necessary to
comprehend the business need and create useful requirements. As a consequence, the
time, effort, and specialized knowledge required are dramatically underestimated.
Planning for requirements creation should extensively engage analysts who will likely
conduct the task.

4. The only thing that is consistent in requirements is change. The solution's vision often
changes as stakeholders and the solution's developers discuss each other's demands. The
culture and development procedures of an organization affect its capacity to adapt to
changing needs. Sadly, not every organization has the right tools.

The requirements development process may be broken down to reveal ways to solve these
difficulties.

Identify your goals, desires, and needs.

The effectiveness of acquiring data on the demands of the company depends on two principles
that were discussed previously in this book. First, we spoke about the value of both the art and
science of project management, understanding that the tools themselves are not as essential as
how we use them. Second, we discovered that the project's definition phase, which precisely
defines what "done" should entail, sets the scene for the remainder of the endeavor. Defining the
requirements of the company is crucial and sometimes quite difficult to achieve. Information
collecting may be aided by a variety of instruments and methods. Some include just elicitation
asking questions and documenting the responses while others involve more teamwork. The
knowledge is gathered via group interaction and discussion through collaborative approaches.

For instance, we might utilize a survey or questionnaire to collect initial data from a large
number of stakeholders. That is an example of an elicitation method. Respondents respond to the
exact questions posed to them. Facilitated workshops, on the other hand, gather a variety of
stakeholders for talks. Richer conversations, the dismantling of organizational silos, and more
unanimous decision-making are the advantages. One of the key success factors for these
seminars is the knowledgeable facilitator, who is often the analyst.

There is little doubt that guided workshops and anonymous questionnaires are quite different.
These and many more methods, like as focus groups, brainstorming, and benchmarking, will be
used by a business analyst. Each method has its advantages. The challenge is to choose those
that assist stakeholders perceive their organization and themselves the best. The four most
popular techniques for obtaining requirements are listed in the list below.

1. A questionnaire or survey: a questionnaire sent to a big group. Surveys rapidly collect a
lot of data, but participants only reply to the questions that are posed. Because of this, a
survey may not reveal a crucial necessity or limitation that we did not inquire about.

2. Perception: The analyst keeps an eye on what is going on right now. This involves
compiling performance data and already-existing documentation. Utilize it both at the
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beginning to get a feel of the present procedures and later on when seeking for particular
information.

3. Interrogation: The analyst may learn more about a single stakeholder's viewpoint by
having a dialogue with them. Early on in the project, executives were interviewed to get
insight into business requirements. Later in the project, user interviews provide specifics
on business rules or requested capabilities.

4. Facilitating process mapping: To describe existing or intended processes, groups use
modelling tools. The group learns from one another and makes choices together thanks to
the facilitation process. The models depict a system or process that, in most cases, is too
complex for any one individual to fully define.

Analyze and Document Requirements

Requirements provide a shared knowledge of what the solution must do to meet the demands of
the stakeholders. The overarching strategic business need, user/stakeholder demands, and a
description of what the solution must be able to accomplish and how effectively it must be able
to do it are all included in a full requirements package.

Analysis Uses Critical Thinking Skills

In order to determine the actual needs, analysis entails looking into, scrutinizing, and dissecting
the outcomes of elicitation. The business analyst has to be adept in abstract thought, problem-
solving, communication, and data analysis in order to carry out this analysis. Modelling is a
crucial analytical ability. Models are a tool used by analysts to guide a group through problem-
solving and record the group's conclusions. Models make it simpler for all parties to
communicate and reach agreements since they can graphically depict abstract or complicated
concepts. An example of a model for deciding on a kitchen layout is an architect's plan.

The interfaces and information flow between individuals and systems are graphically represented
by system and process models. Value stream maps show a number of actions together with the
supplies and data needed for each activity. A group may see solutions and possible gaps and
bottlenecks using these models.

Documentation for Requirements Can Take Many Forms

High-level and thorough requirements documentation are both essential. The boundary of the
system or process that is being altered may be seen in the high-level view. Specific business
rules that will direct the solution's activities are described in the specifics. Consequently, a
comprehensive requirements package may include a wide range of elements, such as the
following:

1. The personas: The many stakeholder categories that interact with the process or product
are described by personas. Each persona has traits and passions that deepen our
comprehension of the users.
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2. User accounts: The user story collection, which was discussed previously in the chapter,
creates the precise stakeholder needs.

3. Flowcharts: a cross-functional model of the project's permitted operations. Future state
models outline the intended enhancements to the process, whereas current state process
maps depict how the job is now done.

4. Models of systems: graphical depictions of the connections between individuals,
systems, and data.

Organizational norms, the scale and scope of the project, and the accessibility of technology,
such as requirements management tools, are often taken into consideration when deciding on a
format and technology for requirements documentation. The needs for further analysis and
reporting may be sorted and filtered using a spreadsheet tool.

Validation and verification: Did we construct the appropriate thing, and did we construct it
correctly?

A solid set of criteria serves as the foundation for determining if the product was constructed
appropriately. What about testing the criteria, though?

We refer to checking that the requirements are accurate and that the product complies with them
as validating and verifying. The main goal of validation is to make sure that the deliverables for
the requirements are accurate and comprehensive. Stakeholder reviews of requirements are
conducted utilising a range of methods, including as inspections, walk-throughs, and prototypes.
The main goal of verification is to make sure that the product was constructed properly and is
operating as intended. Tests and inspections are often used for verification throughout the
building process. A variety of team members, including the analyst, designers, developers, and
testers, will carry out these tasks. Numerous quality control procedures will be used to ensure the
product was constructed properly.

Management Activities are Required

Requirements document the current business necessity. But in the context of an active project
and a dynamic organisation, such criteria are present. The capacity to accurately capture the
requirements and maintain their relevance in the face of new information and changes in the
project environment directly affects the project's ability to produce value. The three major areas
of concentration in requirements management activities are approval and prioritisation,
regulating modifications, and traceability. We will briefly discuss each of them in this section.
The project manager must make sure that time and resources are set out for nurturing and caring
for the needs.

Changes in Control Requirements

The reasons why requirements vary are many. Business demands sometimes go unmet at the first
gathering. However, the surroundings changed more often. This could include adjustments to
laws, agreements, or market demands. Additionally, there can be structural adjustments,
including a reorganisation or major adjustments to the way funds are allocated. The probability
that the requirements may change increases with project length. The business analyst and project
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manager must assess the effects of modifications on the project's schedule, money, stakeholder
impact, product development, and testing as well as the project's requirements.

Discipline is required for gathering and managing requirements

An overview of the field of requirements has been given in this chapter. By now, it should be
obvious that having a complete grasp of the needs is important and not at all simple to achieve.
Here are some first steps to taking this discipline seriously: Develop your business analysts.
Effective business analysts can interact with end users and developers, comprehend the software
development process, and lead a team in problem-solving using modelling methodologies. They
are able to create traceability systems, design test cases, define baseline requirements, and
manage requirement modifications. All of these abilities may be learned via instruction and
practise. Project management and business analysis are both legitimate professions and skill
sets.Formalise the norms for requirements. There are several formats for tools like process
modelling, user stories, and context diagrams. That implies that each company must standardise
a certain set of modelling methodologies. Furthermore, having a uniform format for
documentation is necessary to differentiate between enterprise needs, user requirements, and
solution requirements.

Match your development strategy to the requirements methodologies

On some types of projects, the traditional waterfall system development life cycle is still
appropriate. But other, more well-known development techniques, such as incremental and
iterative techniques, are as suitable. Each of these strategies alters the interrelationship between
requirements, design, and code, which has an impact on how requirements are gathered,
documented, and managed. Our claim at the beginning of this chapter is supported by the
realisation that requirements approaches should adapt based on the development strategy: No
matter what is being built—Dbuildings, telephones, motorways, or software—requirements are
required, and the techniques for documenting requirements depend on the product being created.

The proper product must be delivered on time and at the agreed-upon cost for the project to be
successful. That is what providing value is all about. A clear, shared vision of the final result
between the project team and the client is necessary for successful delivery. By creating and
managing requirements, we are able to do this. The development team has a clear goal when
project stakeholders agree on the requirements.

A business analyst is the specialised profession responsible for creating and managing
requirements for IT and software development projects. There are corresponding responsibilities
on other project types, such architects. Project management is complemented by requirements
activities; both are essential for creating reliable estimates and controlling adjustments. No
matter the business, every project needs a solid method for comprehending requirements and
incorporating them into the creation of products.

Setting and maintaining requirements has proven especially difficult for software development
and information technology initiatives. These projects often have ambiguous requirements and
are challenging to handle in terms of complexity. Many ways have been created to deal with this
problem, such as software development methodologies that provide requirement discovery while
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the product is being produced. One thing unites all of these methods: they need consistent
practise.

CONCLUSION

A clear and complete solution objective is necessary for effective requirements engineering and
successful project execution. It acts as a manual that clarifies the intended outcome for all parties
participating in the development process and serves as a guide. The solution goal fosters a shared
understanding across project teams and reduces the possibility of misunderstanding or
misinterpretation by covering essential components including functional requirements,
performance objectives, usability standards, and other pertinent information. It provides a
framework for assessing design choices, weighing trade-offs, and ensuring that the produced
solution meets the expectations of the stakeholders. A comprehensive solution objective
encourages stakeholder cooperation and lets them add their knowledge and experience. The
chance of a project's success is increased by including stakeholders early in the requirements
elicitation phase and integrating their comments into the solution objective.
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ABSTRACT:

A vital component of reaching organizational aims and goals is the quality discipline. This
chapter examines the value of a quality-focused strategy in successfully achieving goals.
Organizations may increase productivity, decrease mistakes, and boost customer happiness by
using the concepts of quality management. The main tenets of the quality discipline are
highlighted including process improvement, quality assurance, and continual monitoring. It also
emphasizes the importance of employee participation and training as well as the leadership's
responsibility in establishing a culture of quality. The results show that adopting a high-quality
discipline is essential for regularly achieving organizational goals. Organizations may improve
customer happiness, establish a reputation for excellence, and gain a competitive advantage in
the market by adopting the quality discipline.

KEYWORDS: Management, Organizational, Project, Quality Discipline.

INTRODUCTION

A new home's roof leaking is a sign of poor quality. A quality failure occurs when an
information system gives management the reports they requested but not the reports they really
need. A new video game's lack of enjoyment is a sign of poor quality. It's a quality failure
whether the product is constructed poorly or the wrong product is built. The quality discipline's
purview is to define the aim and show that the good or service meets it[1], [2]. The depth and
breadth of quality as a discipline are comparable to those of project management. Since there is a
lot to cover in this chapter, we will concentrate on broad guidelines that will help project
managers prioritize activities related to quality and ask the correct questions. After reading this
chapter, readers will also be able to decide if include quality in their study plan will help them
develop into more complete project leaders [3], [4].

Quality and Requirements Are Closely Related

What the project is supposed to generate is described in the requirements. Requirements are
largely focused on the product scope in the context of our cost-schedule-scope triple constraint.
When we describe a military aircraft as being stealthy, the specifications will specify precisely
what that entails. With that objective in mind, quality procedures ensure that the product is
constructed properly and that relevant tests are conducted at crucial stages of the development
process. The final aircraft may then be tested to see whether it really is as invisible as it was
designed to be [5], [6].
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Enhancing Products and Processes with Quality Tools

One aspect of quality management is defining quality objectives and ensuring the product
complies with specifications. Designing and enhancing the procedures we utilize for both
projects and operations is a fundamental application of the quality discipline. By using quality
approaches, we may execute our task with less wasteful expense and labor. Or we could look
into and change how a production line is operating since it is producing goods that don't adhere
to specs. We'll examine Six Sigma as an example of a process-improvement technique later on in
this chapter [7], [8].

Subject Matter Experts and Quality Experts Are Used by Project Managers

Depending on the project, a particular set of processes must be taken in order to offer a high-
quality product or service. We'll see in this chapter that project managers are aware of the
appropriate questions to pose and depend on individuals with specialized technical expertise
often referred to as subject matter experts (SMEs) to fill in the specifics. Not that a project
manager won't have the necessary technical expertise. Instead, we are emphasizing how every
aspect of quality operations incorporates the skill needed to do a task effectively[9], [10]. It will
become evident as you read this chapter that gaining proficiency in high-quality tools and ideas
might take years. This implies that bringing on a high quality specialist may often be
advantageous.

The price of excellence

Quality guru Philip Crosby released his book Quality Is Free in 1979. This intriguing title can
lead us astray. It does not imply that we should forgo making investments in strategies that
enhance our outputs and procedures. Crosby contends that the savings achieved by avoiding
rework, unhappy consumers, and wastage of material outweigh the investment in quality. He is
essentially suggesting that it is less expensive to do things correctly the first time. The Cost of
Quality is the name of this tenet.

The cost of noncompliance

The cost of nonconformance refers to the costs incurred by poor quality. Some of these expenses,
like rework, may be quantified. If a wall is painted the incorrect color, the cost of redoing the job
is the materials and labor required to prep the wall and paint it the right shade. Other costs of
nonconformance, such the displeasure of a client who complains to their friends that "That
painting company just can't be trusted,” are considerably harder to quantify. The incorrect color
was used to paint the whole room. Software that doesn't function properly might cause little
annoyances or serious mistakes. If an ATM user is unable to access their account information,
they could just be irritated. The penalty of nonconformance has included tragic accidents as more
and more of our cars' functions are controlled by software. We see that while one project extends
its timetable to complete rework, another project is delayed as we examine numerous projects.
Another example of how the cost of nonconformance may cascade, increasing the overall cost
and making it hard to estimate.

Cost of Conformance
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We can see how rapidly the cost of quality failures may increase. The expenses of conformance
are those incurred while producing a superior product. Numerous actions have an immediate
effect on quality, such as:

1. Skill development to ensure that work is done in accordance with industry standards.
2. Checking the job at key stages.
3. Peer reviews, such as those that occur on software development projects' source code.

Procedure documentation may have a big influence. In his book The Checklist Manifesto, Atul
Gawande details the hundreds of lives that were saved when medical professionals started
vocally following a simple checklist while performing a common medical operation like
inserting a central line.The right five steps in this situation were widely understood. The medical
staff's distinction was that they just started speaking the instructions aloud. It requires time and
skill to provide training, peer evaluations, and record processes. They lack freedom. However,
there is a compelling argument for making a proactive investment in quality when we weigh the
costs of executing the task properly against the costs of nonconformance.

DISCUSSION
Build A Project with Quality Discipline

We can break down the quality discipline into certain key components that every project
manager can include into their project, even if it is far too big to address in this chapter. You may
learn more about the questions and associated quality actions you should observe on a project by
reading the sections after that. The definition of quality is the earliest and most basic idea.

The Concept of Quality

About quality and what it takes to develop a high-quality product, there are many
misconceptions. Let's start with Philip Crosby's timeless definition of excellence before talking
about misconceptions. Quality, according to Croshy, is "conformance to requirements.” In other
words, will the project provide precisely what is required? Of course, this brings up the
preceding chapter's discussion of the significance of meaningful requirements. Joseph Juran,
another quality pioneer, described quality as "fitness for use." This term forces us to go beyond
the specifications provided by users or consumers, requiring us to explore how a product might
be utilized.

Don’t Confuse Grade with Quality

There are numerous options available, even from the same manufacturer, when it comes time to
replace the tires on your automobile. A style could be rated for 50,000 miles while another would
have a 25,000-mile lifespan. Is the tire with 50,000 km superior quality? No. This grade is
higher. If compliance to standards is quality, then the quality of various tyre kinds is determined
by how well they live up to their ratings. Why would anybody choose a lesser quality tyre or
anything else? because various grades are designed for various uses. | needed tyres for my 20-
year-old minivan that would last roughly 20,000 miles since that is the projected lifespan of the
rest of the car. That is an illustration of being fit for usage. By paying attention to the criteria, we
should be able to determine the desired grade.
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Six Sigma Quality

Six Sigma is a phrase often used in talks about quality. Both a quality strategy and a quality
standard, Six Sigma. We provided examples of the cost of creating a product or service that falls
short of expectations when we first introduced the concept of the cost of nonconformance.
Quality professionals will establish a target and track how often it is missed in an effort to lower
these expenses. The method is continually improved in order to decrease the amount of failures,
making it more dependable and continuously producing superior results.

One strategy for continual process improvement is the Six Sigma method. Later in this chapter,
we'll look more closely at this approach. The degree of variance in a process's output is described
by the Six Sigma quality standard. For instance, you may note that the trains are always on time
while travelling by rail in Germany. The schedule deviation of a specific train might be seen by
recording its actual departure time and comparing it to its published timetable. You would see
the number of departures that were outside the allowed window if the train left two minutes early
or two minutes late as the level of performance.

Variations may occur in any process. The variability's statistical analysis will reveal the
performance's range. Six Sigma quality is attained when a process's variance is reduced to six
standard deviations. In plain English, this indicates that for every million outputs of the process,
just three fail to satisfy the accepted norm. That would indicate that, for our German train, there
would only be three occasions when it left more than two minutes early or late out of every
million stops. Although Six Sigma has gained popularity as a variance measure, it is by no means
the ideal objective for every process. It may not be worth it to spend the money to reach this
goal. Ironically, this degree of process performance might end up being an example of gold
plating unless it is obviously essential and useful.

Quality Assurance and Quality Control

We already mentioned inspections and skill training as two instances of quality investments.
Observe how training enhances how the job is done, while inspection assesses the work's
outcome. An example of quality assurance is training, while one of quality control is inspection.
Both quality control and assurance are crucial for achieving quality goals. They are not really
distinct from one another. Planning inspections is seen as a quality assurance procedure. The
inspections are carried out as a quality control procedure. This difference does not really matter.
It is more crucial to comprehend the kind of actions a project manager should anticipate being
performed throughout the project.

Quality Control: Belief in Our Process

The International Organization for Standardization (ISO) states that the precise definition of
quality assurance is to increase stakeholder confidence in the fulfilment of quality criteria. What
can we do to increase confidence that the project will deliver outputs that fulfil quality
requirements? is a straightforward question project manager may use to approach quality
assurance. There might be an almost infinite number of solutions, much more than the project
could possibly accomplish. Just a few instances are shown below:
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1. Choose the right industry standards for carrying out tasks. Spend some time developing a
standard that will be applied to the project if none already exists.

2. Specify the completion requirements for each work package or specific job indicated on the
work breakdown structure (WBS). How will it be assessed as being finished and done
correctly?

3. Collaborate with inspectors and subcontractors to create performance benchmarks and
inspection points. Recognize that inspection points must be included throughout the product's
design and construction to catch problems as they arise. The cost of fixing an issue decreases
with the sooner it is discovered.

Developing your quality assurance activities is comparable to recognizing risks and opportunities
in that you should prioritize after discovering more opportunities than you can realistically take
advantage of. Participate various stakeholder groups in brainstorming ideas on how to include
quality and how to check for it. Then, using the previously described Cost of Quality principle,
order these ideas: Implement the concepts that have the best benefit to cost ratio after comparing
the costs of conformity and nonconformance.

A Leadership Challenge

Recognizing that quality cannot be checked into a product was a big advancement in the area of
quality. In other words, the chance for improvement resides upstream, in the procedures for
making the product, regardless of how thoroughly we inspect the finished product for flaws. The
increase in their project budgets that results from project managers' investments in establishing
quality assurance measures may need to be justified. They benefit from the Cost of Quality
concept. Demonstrate conformance to requirements as part of quality control.

Project quality control may be done in a variety of ways.
Here are a few illustrations:

1. In the video game business, young gamers lust for the opportunity to attempt to crash a game
that is still being developed. No matter what bizarre behaviors a player takes, these testers
labor fervently to make sure the game advances as planned.

2. A new engine with more power is needed since a new commercial aeroplane is being
designed. A testing facility will be constructed to allow a prototype engine to go through
various testing scenarios. Before being put on a prototype aircraft with a test pilot in the
cockpit, the prototype is put through a thorough testing process.

3. Type "concrete inspection checklist” into your search engine to see a thorough illustration of
an examination. You'll discover that a lot of state transportation agencies have
comprehensive checklists posted, illustrating a level of performance and a procedure for
checking both before and after the pour.

These illustrations demonstrate that there are as many methods for testing items as there are
potential products. Additionally, we can observe the critical need of quality control. A roadway,
an aeroplane, or even a video game firm might suffer catastrophic failures if thorough testing is
not performed throughout the project.
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The project manager establishes the overall tone for the project, including quality control
operations. Finding issues is the goal of quality control efforts. Software testing teams take
delight in breaking the system and detecting problems before the system is launched so that users
won't notice them. The tone is established by project managers, who acknowledge issue
identification as a success and provide time in the schedule for locating and resolving
difficulties.

Projects must maintain well-organized records of the test and inspection outcomes in addition to
quality control procedures. These findings will create a story that shows the project is on pace to
provide the desired quality. Monitoring the outcomes of the recovery actions becomes even more
crucial if testing and inspection findings do not indicate that the product is on track. Applications
used for bug tracking, for instance, in software projects may indicate if the overall number of
software issues is increasing or decreasing.

The Quality Discipline Improves Processes

The quality discipline's main focus is on integrating quality into projects and business processes.
The Cost of Quality theory, which states that making quality expenditures will result in
significant savings and higher customer satisfaction, is firmly held by many businesses. These
companies start initiatives with the primary objective of improving processes, not only include
quality specialists in those projects. Six Sigma is a popular strategy for this kind of undertaking.
We will look at Six Sigma as an example of an organized approach to problem-solving for
process improvement that incorporates several quality concepts and methods.

Define: Consensus on the Plan and the Problem

If done correctly, it produces a solid project start. The stage comprises defining the issue,
identifying the stakeholders, scheduling, identifying the risks, and developing a communication
strategy. Like any project, the analysis required to create a project charter is the most crucial job.
This analysis for a Six Sigma project also takes into account the benefit to cost analysis and the
financial justification that would be included in the project business case.The objectives of this
phase are to establish a shared knowledge of the metrics used to assess the project's success and
the extent of the process that is the focus of improvement. A high-level process map is used to
represent the process boundaries.

Measure: Record the Present Situation

It is essential to fully comprehend the process's present status before making any
recommendations for changes. This normally comprises a thorough flowchart of the process
phases, together with information on each step's participants, duration, and information and
material requirements. A quality expert may be needed to serve as a facilitator while the
participants in the process give the facts due to the competence required to create a process map.
A list of the measures that will finally show that the process is improved at the conclusion of the
project is produced at this phase. Finding or developing trustworthy, repeatable techniques of
assessing process activity is thus essential.

Analyze: Look for areas that might want improvement.
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Analyze entails the difficult effort of examining the procedure, spotting subpar performance, and
digging further to identify the true root of the issue. This research sometimes shows a clear
possibility for an immediate improvement, enabling the team to declare an early triumph and
provide fresh data to support their progress. A significant portion of the quality toolkit is used at
the analyses step. The team will assess the procedure by contrasting it with equivalent, more
effective procedures. They use a variety of root cause analysis methodologies, such as statistical
analysis and group problem-solving methods like brainstorming, whenever issues are detected.
The end result is a list of the chances for improvement that has been prioritized. This list will be
used to concentrate efforts in the next step. The Analyze step uses organized problem-solving
methods that are not exclusive to the Six Sigma approach. Every quality expert should have these
in their toolkit.

Improve: Select and Deploy Solutions

The Improve level requires both creative problem-solving and practical implementation abilities.
During this phase, the team uses creativity tools to produce several potential enhancements.
Small, affordable changes or pricey, extensive renovations are also possible choices. They will
next use group decision-making procedures to rate the ideas and choose the best ones. To reflect
the proposed changes, including how the improved process will be assessed, the identical process
maps developed in the Measure stage may be modified.

Pilot testing is done on the chosen solutions. Pilot projects show that the modification will
provide the required quantifiable advantages. The modifications are then included into the
procedure after that. The Improve stage might develop into a separate project for major
modifications like the rollout of a software program.

Control: Transition to Operations

In terms of project management, this marks the conclusion of the project and the changeover to
operations. Making sure the solutions are functioning and delivering documentation that will be
helpful to the process owner, such as process maps and performance data, are the main activities.
Control's stage name reflects the necessity for ongoing observation and proof of a new, improved
level of performance.Will clients be happy with the project's outcome? Will all people have faith
in it? Because the extra expenses of rework and lost materials were avoided, would the project
save time and money?

The advantages of applying the quality discipline to your project are as follows. All project
managers should inquire as to how these crucial tasks will be carried out on their projects since
quality assurance and quality control take various shapes on every project. Activities that
improve quality are included into the product or service. The results of tasks or the whole project
are evaluated for quality control to see whether they meet the requirements' aim. The quality
discipline is just as extensive and in-depth as project management. A quality expert will assist in
creating and implementing a quality strategy. It often requires a subject matter expert to carry out
quality assurance and quality control tasks. The Cost of Quality concept justifies the spending for
these people.According to the "Cost of Quality" theory, building the ideal product properly costs
less than producing a subpar one. These expenses include correcting errors and the immeasurable
suffering of a disgruntled consumer. When organizations adopt this idea, they go beyond project-
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specific quality assurance and control. businesses spend money on quality experts and use tools
like Six Sigma to continually enhance how businesses operate. A greater knowledge of the
quality discipline becomes a strategic asset as a project manager matures.

CONCLUSION

The quality discipline is essential to helping organizations achieve their goals. Organizations
may increase their general performance and productivity by putting quality management ideas
and practices into practice. Initiatives for process improvement make it possible to find and get
rid of inefficiencies, which streamlines operations and increases goal achievement. By reducing
mistakes and faults, quality assurance techniques make guarantee that goods or services adhere
to set standards. Organizations may actively spot and correct discrepancies via continuous
monitoring, ensuring that goals are met.In order to foster a culture of excellence across the
organization, effective leadership is essential. Quality efforts must be supported by leaders, who
must also establish clear objectives and provide the resources needed for execution. Employee
involvement is essential for fostering a quality mentality at all levels and motivating ownership
of attaining goals. Employees who complete training programs are better prepared to contribute
to initiatives to enhance quality. By encouraging a culture of continual improvement, a strong
quality management system makes achieving goals second nature. Organizations must give the
quality discipline top priority and integrate it into their operational procedures and strategic goals
if they want to prosper in the dynamic and demanding business climate of today.
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