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Marking Criteria:
 We expect the learners to write minimum one well expressed point in three lines against each allocated mark. This means one needs to write 15 lines with 5 well expressed points to get high grades for a 5 marks question.
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	ATTEMPT TO ASSIGNMENT #2

Attempt to Qn 1; (i-v)

i. B.

ii. A deliverable is an outcome that a project team must produce and present to the customer in accordance with the terms of a contract for a project to be complete. A deliverable can be a tangible item, such as a report, or an intangible item, such as the performance of particular equipment maintenance functions. Project leadership can present one or more deliverables to the customer during the term of the project or just prior to its completion. The project scope statement describes each deliverable and the related acceptance criteria.

Goals and objectives (G&Os) are the foundation for all projects. Developing good goals and objectives entails the careful consideration of site specific characteristics. Clear goals and objectives provide the project team with the appropriate boundaries necessary to make decisions about the project and to expand the number of alternatives available to achieve the objectives (Steyer 2000).

However, establishing goals and objectives is often overlooked due to the misconception that all project team members have the same vision of the restoration project outcomes.

However, given the range of potential partners, it is likely that the project team will have divergent interests. Project G&Os should be referenced during all phases of implementation, as they establish the project priorities and intended outcomes. Failure to define G&Os can result in a number of obstacles to project efficacy and efficiency that will resonate from project design through construction and scientific evaluation.

iii. The preparation of a detailed project scope statement is critical to project success and builds upon the major deliverables, assumptions, and constraints that are documented during project initiation. 
During project planning, the project scope is defined and described with greater specificity as more information about the project is known. Existing risks, assumptions, and constraints are identified and analyzed for completeness and added or updated as necessary.
The Define Scope process can be highly iterative. In iterative life cycle projects, a high-level vision will be developed for the overall project, but the detailed scope is determined  one iteration at a time and the detailed planning for the next iteration is carried out as work progresses on the current project scope and deliverables. . 
iv. Project Charter

The project charter is the document issued by the project initiator or sponsor that formally authorizes the existence of a project and provides the project manager with the authority to apply organizational resources to project activities. It documents the business needs, assumptions, constraints, the understanding of the customer’s needs and high-level requirements, and the new product, service, or result that it is intended to satisfy, such as:

i. • Project purpose or justification,

ii. • Measurable project objectives and related success criteria,

iii. • High-level requirements,

iv. • Assumptions and constraints,

v. • High-level project description and boundaries,

vi. • High-level risks,

vii. • Summary milestone schedule,

viii. • Summary budget,

ix. • Stakeholder list,

x. • Project approval requirements (i.e., what constitutes project success, who decides the project is successful, and who signs off on the project),

xi. • Assigned project manager, responsibility, and authority level, and

xii. • Name and authority of the sponsor or other person(s) authorizing the project charter.

Attempt to Qn: 2. 

We have all heard the old adage ‘measure twice, cut once.’ While it might be a cliché, in the project management world it takes on a critical meaning: Choosing to rush through or ignore the project planning process can be a formula for failure.

Pick any major event; trip or undertaking in your life and think about the time, energy and work put into making sure everything went off without a hitch. Then think about the stress and aggravation you experienced those times when things didn’t go as planned.

As a discipline, project management works the same way, except on a greater scale and involving many stakeholders and a larger pool of resources. It can include external vendors, several other internal and intra-departmental team members (as well as their schedules and input), additional parameters like cost, quality, timing, constant coordination, communication and associated risks.

Imagine the consequences of poor project planning if any one of these things is not handled correctly. All of the above factors and many others have an impact on — and are in turn affected by — the project planning aspect of project management.

How does poor project planning produce potential problems?
Lack of strategic alignment. In “How to align projects management with your business strategy,”  the benefits and risks associated with project management and the need to consider an enterprise project management office (EPMO) to ensure projects are consistently aligned with business objectives.

When it comes to planning and initiation, “EPMO participation is critical in companywide planning sessions in order to transform the traditional PMOs into high-performing teams that deliver significant value. This will also help to establish a shared vision.” According to PMI research, the success rates of higher-performing PMOs also align with a company’s financial performance.

Cost, quality and time constraint issues and scope creep. Determining the scope of a project is difficult without spending a considerable amount of upfront time properly planning. Gathering requirements, developing comprehensive project management plans, and determining and scheduling activities among other things, require considerable thought, coordination and yes, a lot of time.

Without planning activities, these key project elements can lead to lack of stakeholder commitment and resources because poor planning does not instill confidence or credibility. In turn, this has the potential to discourage stakeholders from proceeding with the project manager or even with a project altogether. Strong project leaders instill confidence by keeping on top of project planning activities and therefore, remove the need for costly, time-consuming rework and increase success ratios throughout projects companywide. 

Inefficient use of resources. Estimating costs and activity levels, scheduling resources, and continually monitoring and adjusting them requires intense planning to ensure a project is moving in the right direction. Effective planning identifies the tools and techniques required to accomplish these tasks and reduces the risk of having unclear roles and responsibilities. Resources, whether financial or human are usually limited these days and of high value to any business, so if squandered unnecessarily, it has the potential to be disastrous. Given the consequences, this is an area where companies should carefully plan how, when and where to employ limited resources to best maximize effectiveness. 

Communication Issues. In “11 Communication Skills of Effective Project Leaders,” trustworthiness, transparency, focus and stability, objectivity and fairness, confidence, leading by example, energy and motivation, consistency and flexibility, accessibility, clarity, and respect are underscored as essential communication characteristics. It takes considerable thought and careful planning to ensure communication plans take into account stakeholders needs; without these there is potential for communication barriers which can translate into reduced confidence and jeopardize buy-in from team members and stakeholders. 

Increased Risk. Identifying risks and performing qualitative and quantitative risk analysis and developing risk management strategies are key to successful project outcomes. These activities can require a lot of time and considerable coordination to complete because they can range from simple to sophisticated and complex depending on project, scope, size, and a range of other factors. The more risk points or the greater the consequences, the more planning is required. 

Project planning is not a guarantee that projects will go according to plans. In fact, despite all of the planning that may surround a project, uncertainty is always there, lurking in the background waiting to jump in and disrupt those plans. The key to having great project outcomes is to first recognize from the project’s inception why careful project planning is a critical component to reducing risks and increasing success. It may seem more time consuming up front, but will save substantial undue stress, time and costly rework later.

Project planning with precision can be an iterative process, but it’s worth it to measure twice and cut once, when compared to the risks associated with poor planning. The important point here is to remember that planning is vital to reducing project risks, which in turn increases the likelihood of a successful project.

Attempt to Qn 3: 

Project Planning phase; This phase is key to successful project management and focuses on developing a roadmap that everyone will follow. This phase typically begins with setting goals. Two of the more popular methods for setting goals are S.M.A.R.T. and CLEAR:

SM.A.R.T. Goals – This method helps ensure that the goals have been thoroughly vetted. It also provides a way to clearly understand the implications of the goal-setting process. 

Specific – To set specific goals, answer the following questions: who, what, where, when, which, and why.

Measurable – Create criteria that you can use to measure the success of a goal.
Attainable – Identify the most important goals and what it will take to achieve them.
Realistic – You should be willing and able to work toward a particular goal.
Timely – Create a timeframe to achieve the goal.

 
C.L.E.A.R. Goals – A newer method for setting goals that takes into consideration the environment of today’s fast-paced businesses.

Collaborative – The goal should encourage employees to work together.
Limited – They should be limited in scope and time to keep it manageable.
Emotional – Goals should tap into the passion of employees and be something they can form an emotional connection to. This can optimize the quality of work.
Appreciable – Break larger goals into smaller tasks that can be quickly achieved.
Refinable – As new situations arise, be flexible and refine goals as needed.
 
During this phase, the scope of the project is defined and a project management plan is developed. It involves identifying the cost, quality, available resources, and a realistic timetable. The project plans also includes establishing baselines or performance measures. These are generated using the scope, schedule and cost of a project. A baseline is essential to determine if a project is on track.

At this time, roles and responsibilities are clearly defined, so everyone involved knows what they are accountable for. Here are some of the documents a PM will create during this phase to ensure the project will stay on track:

· Scope Statement – A document that clearly defines the business need, benefits of the project, objectives, deliverables, and key milestones. A scope statement may change during the project, but it shouldn’t be done without the approval of the project manager and the sponsor. 

· Work Breakdown Schedule (WBS) –This is a visual representation that breaks down the scope of the project into manageable sections for the team. 

· Milestones – Identify high-level goals that need to be met throughout the project and include them in the Gantt chart. 

· Gantt Chart – A visual timeline that you can use to plan out tasks and visualize your project timeline. 

· Communication Plan – This is of particular importance if your project involves outside stakeholders. Develop the proper messaging around the project and create a schedule of when to communicate with team members based on deliverables and milestones. 

· Risk Management Plan – Identify all foreseeable risks. Common risks include unrealistic time and cost estimates, customer review cycle, budget cuts, changing requirements, and lack of committed resources.

Attempt to Qn 4: 

The Project Closure Phase consists of those processes performed to conclude all activities across all Project Management Phases to formally complete the project, phase, or contractual obligations. This Project phase, when completed, verifies that the defined processes are completed within all of the Phases to close the project or a project phase, as appropriate, and formally establishes that the project or project phase is complete. This Phase also formally establishes the premature closure of the project. Prematurely closed projects may include, for example: aborted projects, cancelled projects, and projects having a critical situation. In specific cases, when some contracts cannot be formally closed (e.g. claims termination clauses, etc.) or some activities are to be transferred to other organizational units, specific hand-over procedures may be arranged and finalized.

At project or phase closure, the following may occur:

• Obtain acceptance by the customer or sponsor to formally close the project or phase,

• Conduct post-project or phase-end review,

• Record impacts of tailoring to any process,

• Document lessons learned,

• Apply appropriate updates to organizational process assets,

• Archive all relevant project documents in the project management information system (PMIS) to be used as historical data,

• Close out all procurement activities ensuring termination of all relevant agreements, and

• Perform team members’ assessments and release project resources.
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