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1. Short Questions:                                                                                                                           (15) 

i. You are a project manager working on gathering requirements and establishing estimates for the project. Which process group are you in? 

b) Initiation Planning  


ii. What is meant by ‘project deliverables’? 

All projects regardless of size or type must have deliverables. Project deliverables are the tangible products generated from a project. Without deliverables, projects would be pointless; deliverables are why projects are created. However, there are many kinds of project deliverables that are intended for both internal and external stakeholders. Some projects have many deliverables; others will have just one.

Project deliverables are always tangible, specific and verifiable and often project deliverables consist of intellectual material that is collected in a tangible manner such as a report in hard copy format. They can of course be are consumer goods or other commodities depending on the project to be undertaken. 
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As the name suggests, project deliverables must be delivered. In some cases, the person who receives the deliverables is a client, known as an external stakeholder. In other cases, the person receiving the deliverables will be a fellow employee, also called an internal stakeholder. When project deliverables are passed to an external stakeholder, it is usually because you have completed the project and are delivering the items you have been contracted to produce. When project deliverables are sent to an internal stakeholder, it is usually because the employee needs the products or information to complete their work.


iii. What is the purpose of determining a project’s goals and objectives? 

The very first step in all projects, is to define goals and objectives. This step defines the projects outcome and the steps required to achieve that outcome. People, including project managers, who do not spend sufficient time on this step or complete it incorrectly will almost ensure an unsuccessful project completion outcome.
Poorly defined goals and objectives, or goals without objectives, pushes a project into overruns, territory battles, personality clashes, missed milestones, and unhappy clients.      
Project Goals and objectives must be clear statements of purpose. Each with its own purpose that drives the end result of the project. Goals and objectives must be measurable as illustrated below.
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Goals are broad statements applied to a project. Goals are the "what" of the process. In other words, "what" will the project accomplish? Projects may have more than one goal, but many objectives per goal.
Example: Goal 
· First Oil will be available from the Island by the end of 2014.
Example (associated): Objectives 
· Illustrate the systems needed to be ready for use (RFU) to achieve first oil in a slide show.
· All defined process systems must be mechanically complete (MC) by end Oct to enable commissioning to be carried out.
· Identify and address the obstacles that will prevent first oil.
Objectives are specific statements that support the goal. Every goal will have one or more objectives tied to it as per example above. In essence, the objective is the "how" of the process.
Keeping goals and objectives in the forefront of every project ensures that the project and the team are on the same page throughout the projects life cycle.
The SMART rule, as shown below, is a foundation reminder when setting a project goal. 
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iv. At which stage of the project, the project constrains are identified? 

Constraints form part of the basis for the project initiation planning stage.
Project constraints are anything that restricts or dictates the actions of the project team.  The triple constraints—time, resources, and quality – are the main players, and every project has one or two, if not all three, of the triple constraints as a project driver. 
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Besides the triple constraints illustrated above, other constraints like the following can cause problems on your project and therefore need to be managed correctly:
· Lack of commitment from the executive management team or project sponsor. 
· Stakeholders who have unrealistic expectations of project outcomes. 
· Stakeholders’ unrealistic expectations of the project schedule. 
· Lack of skilled resources. 
· Uncertain economic times or business conditions. 
· Business interruptions or reorganizations in the midst of the project.
· Poor communications. 

v. Explain the term ‘project charter’. Which type of information does it contain?  

A project charter (PC) is a document produced at the initiation stage that states a project exists and provides the project manager with written authority to begin work.
The document helps the project manager to communicate his authority and explain to project participants and stakeholders why the project is needed, who it involves, how long the project will take to complete, how much it will cost, what resources are needed and how successful completion of the project will help the organization. Once created, the document is rarely (if ever) amended.
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Project charter templates often include the following components:
· Project goal - documents the reasons for undertaking the project in clear, concise language.
· Project participants - identifies what people need to be involved in the project and clearly states their roles.
· Stakeholders - identifies other people who will be directly affected by the project and need to know about the project's progress.
· Requirements - identifies what resources are required for the project's objectives to be achieved.
· Constraints - documents potential obstructions or bottlenecks
· Milestones - identifies start date and completion dates as well as dates for other important milestones.
· Communication - specifies how the project manager will communicate with project owners, participants and other stakeholders through the project. 
· Deliverables - documents what specific products, processes or services the project will provide upon completion.
The more focus and effort put into the charter document the more likely a lot of the potential issues associated with the above list will be avoided. 
 2. “Properly planning your project up front dramatically increases the project’s chance for success”. Discuss                                                                                                                            (5)
In Construction there are too few instances when a project is planned and executed perfectly and were expectations in terms of budget, deadline, and product quality are met. 

Some projects do end successfully of course, while many others are outright disasters. Most however, usually end up in the gray area on the project success scale. It’s quite common to complete a project but be over your time limit or over your budget, or to have a dissatisfied client and/or a miserable team. To keep projects from ending up in this gloomy zone (or worse still in the failure range), you must avoid making the single biggest project management mistake: inadequate project definition and planning, so it is vitally important to get this right and avoid some of the pitfalls detailed as follows; 

Most of us on difficult projects will have heard the saying “we should have spent more time planning.” A common mistake is for a project manager to start a project by gathering business requirements the belief being that if they do a good job obtaining these, they're ready to run on the project. That is simply not true. In fact, you must complete an adequate definition and plan before you start gathering the business requirements.

Before the project work begins, the work scope involved must be properly understood and agreed to by the project sponsor and key stakeholders. The project manager needs to work with the sponsor and stakeholders to ensure that there is a common view of what the project will deliver, when it will be complete, what it will cost, who will do the work, how the work will be done, and what the benefits will be. The larger the project, the more important it is that this information be mapped out formally and explicitly. All projects need to start with this type of upfront scheduling to prevent problems caused by differing viewpoints on the basic terms of the project.
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Defining the project objectives, scope, assumptions, risks, budget, timeline, organization, and overall approach will alleviate major problem areas later. The purpose of this effort is to ensure that there is a consensus the project manager, the project sponsor, and all other stakeholders. Even if the project manager and the sponsor agree the defined scope, other major stakeholders may have other ideas. Differences of opinion between the major stakeholders need to be resolved before the project starts—not while you're in the middle of it.

Planning
You should create an overall project work plan well before the project starts. This helps you estimate the total project effort and duration. You also need to ensure that you have the detailed work mapped out over the next few months to ensure that the project resources are assigned correctly once the project actually begins.

Poor up-front definition and planning as detailed above can cause serious problems in many areas later in the project, including:

Lack of business support. If you don't define and agree the major characteristics of a project up front, it's quite common to have differences in expectations among the major stakeholders. This is can even happen if you take all of your original direction from the project sponsor. As a project grows, even the sponsor may not have a complete picture of what is needed for the project to be successful. If all parties do not agree fully on the scope there is a possibility that conflicting ideas from stakeholders could end up surfacing later in the project, causing confusion and rework.

A project would normally need to have a budget and closing date before the business requirements are completed. In many cases, if the definition and planning are not done ahead of time, the project team starts off with inadequate resources and time resulting in poor estimates of the work. Many projects that could be successful are viewed as failures because they overshot their budgets and deadlines. This situation is often caused by the project manager committing to figures that are too low, based on a lack of up-front planning.

Spending the time up front on good definition and planning ends up taking much less time and effort than having to correct the problems while the project is underway. 



3. What is the project planning phase about? Which plans are made at this stage?          (5) 
The Planning Phase begins when the project has been formally approved, funded and the Project Charter is approved.  This Phase requires study and analysis culminating in the full Project Management Plan (PMP) and that may lead to system development activities.
Acquisition activities may be performed to obtain contractor support. The project work is then broken down into specific tasks and sub-tasks, including the identification of project deliverables and assignment of allocated resources to each task which results in a 'Work Breakdown Structure' (WBS). The WBS includes a categorized set of phases, activities and tasks to be undertaken on the project control documents relating to that effort are then produced (see below for example).  The degree of project management rigor that is to be applied to the project is determined and milestones are established. Specific plans for management and control of the project are established and documented to guide ongoing project execution and control.  The Planning Phase ends with a formal review during which the adequacy of the Project Management Plan is determined.
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In the planning phase, sufficient requirements detail is required to support the development of the project's Project Management Plan and permit outside validation of this deliverable.
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Activities
The following activities are performed as part of the Planning Phase.  The results of these activities are captured in the overall Project Management Plan.
The Project Management Plan is the primary managerial document in the life cycle of a project.  The components of this document can obviously be tailored to the particular project's circumstances but typically they will include the following plans:
· Risk Management
· Acquisition 
· Change Management
· Configuration Management
· Project Categorization
· Requirements Management
· Communications 
· Work Breakdown Structure/Project Schedule
· Independent Verification & Validation 
· Quality Assurance
· Records Management
· Staff Development 
· Security Approach
4. Outline the activities performed at project closure phase.                                                  (5)   

The closure period also allows you to review the highs and lows of the project for future reference.

Transfer of Deliverable Goods
Depending on the nature of a project, delivering the product to the client is sometimes a step in the closing process. Often training will be required on the use of the deliverable goods and the transfer might require you to send an employee to train the recipients how to properly use the equipment or software as examples. Soliciting feedback from the clients on the product itself and the working relationship throughout the project should also be undertaken.

Analyze Project
One part of project closure is analysis. Analysis involves the project participants looking back over the project, did we meet targets?  What were the successes and failures? Etc. Conducting meetings or individual interviews of the people who worked on the project will provide invaluable data for future usage. Use the meeting to review the projects outcome in addition to finding out how the participants felt were roadblocks in the process. Ask for suggestions on making future projects more successful based on the process and outcome of the closing project and provide a lessons learnt database that can help considerably future projects of a similar nature.
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Finalize Documentation
All projects include documentation of the process, including the initial project requirements, documentation of the development phases, testing and handover records. Any documentation related to the project should be retained for future reference if necessary. Nowadays this information is retained both as both hard and soft (electronic) copies. This package should include a cover sheet for all of the documentation included which provides a brief overview and outline of the project and a list of participants involved. Its format should be in chronological order based on the project progression so you or others are able to easily locate information in the future.
Reassign Resources
At the conclusion of all projects, you often have staff members with free time. When closing the project, you need to reassign those staff members to other projects or duties within the organization. If you used contract workers rather than full-time staff, the closing phase gives you a chance to determine if you are able to offer the positive contributors a different contract position on another project or offload those who have not performed well.
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