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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.
For high grades use examples and illustrations where appropriate. 
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QUESTION 1

Answer i)

The different stages or process group in a Project Life Cycle, in order, are :-
1. Initiation
2. Planning
3. Executing
4. Controlling
5. Closing and Review

A Project Manager working on gathering requirements and establishing estimates for the project is in the ‘Initiation Planning’ process group of the project because :-

1. ‘Initiation Planning’ is a stage at the project life cycle wherein the project manager, after due delegation by the project sponsor, is engaged in determining the key stakeholders, goals and objectives, deliverables and requirements of resources for the project to build a ‘Project Overview’ document as well as a ‘Project Charter’.
2. A ‘Project Charter’ is an official document acknowledging the existence of the project and its requirements as it usually mentions the project overview, its deliverables, goals and objectives, business background of the project in relation to the organization concerned, cost estimates, feasibility study and delegates primary roles and responsibilities. It marks the closing of the Initiation phase
3. Since the project manager in the given scenario is working on ‘gathering’ the requirements and estimates, it proceeds that the Project Charter has yet not been established and thus, the project is still in the ‘Initiation Planning’ phase. Even though Initiation and Planning are assumed to be separate phases in the Project Life Cycle, their cannot be a watertight demarcation as initiation involves making project estimates to build a charter, planning makes use of these estimates to build a Work Breakdown Structure(WBS). Thus, the two phases are inter-dependent.
4. The project manager in this situation, cannot be in the Execution phase as this phase involves carrying out the activities which had been charted in the Work Breakdown Structure(WBS) during the Initiation and Planning phase. A project can only be methodically executed when the estimates have already been made and different kind of plans like project plan, resource plan, communication plan, staffing plan, procurement plan etcetera have already been made. The Execution phase then follows these plans to ensure successful achievement of the deliverables.
5. The project manager in this situation, cannot be in the Controlling phase of the project as a project is controlled during its Execution phase to ensure that cost, time or quality estimates made during the Planning phase are met. This is also done to ensure that the project does not exceed the risk tolerance level of the organization. Since it has already been established that the project is not in its Execution phase yet, it cannot be in its Controlling phase either. 


Answer ii)

A ‘Project Deliverable’ can be explained as :-

1. Any project has multiple stakeholders ranging from suppliers, customers to senior management at the organization undertaking the project. Each stakeholder has different needs and these needs may vary significantly. Example – if a vacuum cleaner making firm is looking to modify its design through a project then the customers and senior management will both be stakeholders. While the customer might look for ease of operation/ maintenance or even expect a reduction in cost, the senior management will look for increased sales/ profits or market share.

2. A project can be deemed successful if it is able to meet the primary needs of all its stakeholders. That is why it is crucial to identify all the stakeholders. Their needs collectively form the project deliverables. Thus, ‘Project Deliverables’ are the results or outcomes that may be produced to consider a project complete. Example – the project deliverables in the above vacuum cleaner example could be :-
A. Reducing the cost of production by x%
B. Reducing the selling price of the product by y%
C. Increasing the life expectancy of the product by z%
D. Increasing the projected sales by s%

3. Project deliverables should be as clear as possible to avoid any confusion in the later stages of the project and to ensure maximum satisfaction of the stakeholders. Thus, while creating the project deliverables, it should follow the SMART rule i.e. :-
S – Specific
M – Measurable
A – Accurate
R – Realistic and Tangible
T – Time bound
Example – if the deliverable is to reduce the cost of production, then it will be better for the stakeholders to quantify it. Thus, mentioning the deliverable as  ‘The cost of production should reduce by 5%’ is better than mentioning that ‘The cost of production should decrease at the end of the project’. This ensures that the planning committee is aware of the specific end deliverable and plans accordingly. This 5% reduction in cost as a deliverable should be backed by a feasibility study to make it realistic. This reassures the planning and executing members that the deliverable can indeed be achieved and ensures that they try their best to achieve it. Following the SMART rule also helps in providing maximum satisfaction to the stakeholders.

4. A project can also have multiple deliverables as given in an example in the 2nd point. This could be because a project often has multiple stakeholders and they might have different expectations from the project. 

Answer iii)

     A project’s ‘Goals and Objectives’ define the purpose of undertaking the project as well as the end result(s) expected to be accomplished.

Its purpose are :-

1. Goals and objectives help in ensuring the achievement of overall aim or strategic plan of an organization in the long run. They define the purpose of establishing the project. Since any project is undertaken by an organization to achieve a certain objective, the goals of the project should align with the goals or strategic plan of the organization as a whole. Thus, in the above example, if the overall objective of the organization is to increase sales, the project to improve the design of the vacuum cleaner should help the organization in achieving this objective. Thus, having an aligned goal helps in prioritizing the deliverables of the project. Example – if the strategic plan of the overall organization is to increase sales, then the project could have several deliverables like –
  A.  Reducing cost of production
  B.  Increasing sales
  C. Reducing efforts required for maintenance
  D. Increasing overall revenue through vacuum cleaners etc.

However, the primary deliverable will be to increase sales and the project could be deemed impactful if it is able to achieve it.

2. ‘Goals and objectives’ help ensure efficient communication within the organization. Since they basically convert the vision of an organization and its management into tangible or measurable deliverables. The employees then have a clarity on what is expected of them. This avoids any miscommunication or difference in understanding between the senior management and the employees working at even the base level of the organization. Every employee might not relate with or understand the vision of the senior management but having a tangible, time bound goal and objective goes a long way in communicating that vision. 

3. Besides giving a sense of purpose, ‘Goals and objectives’ also provide a sense of accomplishment to the employees. They define the success parameters of the project while relating it with the background of the organization. When the human resources in the project team achieve the defined objective or fulfil a milestone on the way to achieve an objective, they can have a sense of accomplishment and fulfilment that their work is going in the right direction. Achieving these objectives successfully could be a motive that can help to keep the employees motivated and guided. 




Answer iv)

A project’s usual constraints are in time, budget and quality. The project’s constraints are identified at the ‘Initiation’ phase of the project.
This is done because :-

1. During the Initiation phase, the project manager has to prepare the Project Charter which, besides other factors, also mentions the project duration, resources required and the project deliverables. All of these elements are closely interlinked with the project constraints. A project might be related to a product launch to increase the revenue and sales of the organization for fiscal year (FY) 19. Thus, the project will have a time constraint and the duration should be such that the product is launched at the beginning of FY 19. Similarly, a budget constraint will limit the quantity and quality of different kind of resources that can be procured.

2. During the Initiation phase of the project, the project manager also identifies the stakeholders, their needs and drafts the goals and objectives of the project. It then becomes crucial to identify the constraints at this juncture. It could be explained with an example as – The director of the organization(stakeholder) is looking forward to build 3 new warehouses within 2 months as a part of its new project. The project manager finds out that in order to complete the project within the given time constraint, resources worth INR 10 Lakhs will be required. However, if the director has a budget constraint too and could only sanction INR 8 Lakhs then the time constraint will have to be relaxed to meet the project requirements. Thus, the director now has to prioritize between having a time constraint or a budget constraint. It is important to make these vital decisions at the Initiation phase itself to ensure there is no conflict of interest or dissatisfaction later on.


3. Determining constraints during the Initiation phase itself is helpful as Planning follows the Initiation phase. In Planning, a Work Breakdown Structure for the project is planned wherein different plans like Procurement Plan, Resource Plan (items and quantities of resources required) are prepared. In order to prepare a resource plan, knowledge of budget constraint is required and similarly before planning an elaborate staffing plan replete with resource histogram, it is important to know the time constraints.

Answer v)

A ‘Project Charter’ is a formal or official, precise, written document which acknowledges the existence of the project. It marks the completion of Initiation phase and succinctly includes the details chalked out during the Initiation phase which will then be used in subsequent phases. It is issued by the senior management or the project sponsor and officially gives the authority of the project to the project manager to allocate resources for the project. Henceforth, he can take important decisions related to the project’s execution or planning. 

A ‘Project Charter’ usually includes following details related to the project:-
1. Business objective for undertaking it
2. Sponsor(s) and senior management’s details 
3. Goals and objectives
4. Key deliverables
5. Stakeholders
6. Assumptions
7. Constraints
8. Milestones
9. Risk profile
10. Project closure and approval criteria

Benefits of having a Project Charter are :-

1. It ensures proper communication of the senior management’s vision to the project team
2. Helps avoid plausible conflict of interest
3. Clarifies doubts related to the project
4. Demonstrates management’s support for the project while officially authorizing the project manager
5. It also helps to link the project with the organization’s ongoing operations.

QUESTION 2

A project goes through several phases but the importance of Initiation and Planning phase cannot be undermined. Even before we begin to execute the project and utilize the resources allocated, work done in these two phases determine how productive that utilization will be in perspective of achieving the project deliverables mentioned in the project charter.

Properly planning the project up-front dramatically increases the chances of its success as :-

1. Initiation’ requires determining the project’s details or requirements like goals, objectives, stakeholders, deliverables, risks, constraints etcetera. These details provide clarity on the end product required. This clarity is crucial as a project’s success parameter is not the amount of work or resources that went into its execution but whether the project was able to achieve its deliverables and satisfy the expectations of the stakeholders.

2. ‘Planning’ works on these details and further creates multiple plans like Resource Plan, Staffing Plan (when, where and which staff is required at a particular juncture), Procurement Plan. These plans contain detailed schedules which are helpful at a macro and micro level. At a macro level, they give the project manager clarity on the schedule that needs to be followed in order to complete the project within given constraints. This enables effective monitoring of the project. At a micro level, the different stakeholders like the staff, suppliers, contractors or senior management are aware of what is expected from them at different durations of project execution. Thus, proper planning in turn ensures smooth execution of the project.
3. Example- to make a warehouse, the finance department might have to release funds at different points of time to procure resources. Similarly, the suppliers might have to supply different resources like bricks, cement, paint at different points of project execution. Having a Work Breakdown Structure (WBS) of different activities, their sequencing, requirements of each activity with other details and then sharing it with the concerned authorities is helpful in ensuring a smooth execution of the project. If the supplier is not aware of when exactly he/she has to deliver the consignment of bricks then it could either create delays or storage issues due to late or early delivery, respectively.

4. While preparing WBS, we might come across requirement details which we might have missed during the Initiation phase. Since Planning requires attention to details, it ensures that all the necessary prerequisites to the execution of the project are available at the right time and nothing is overlooked.  

5. A project, during its execution, might face human resource related issues besides logistical ones. They could arise in the form of miscommunication of information or conflicts arising due to confusion regarding the figure of authority. These issues could also be potentially resolved during the Planning phase by preparing a communication plan and an organizational plan. They highlight the chain of transferring of information while also providing a clear picture on the hierarchy within the project team’s organization. The team members are then aware of whom they report to, who they should contact during conflict or emergencies and who all need to be updated regarding the progress of the project. Since, human resource is the most important asset in successful, satisfactory completion of a project, proper planning ensures smooth transition of work and avoids potential conflict which could be damaging for the project team and organization as a whole.

Thus, we observe that successful completion of ‘Initiation and Planning’ phases increase the chances of project’s success by anticipating and removing potential threats to the smooth and hassle-free execution of the project.

QUESTION 3

Planning phase starts after the completion of Initiation phase i.e. after the Project Charter has been created and signed-off by concerned authorities. It involves making a Project  Plan which mentions all possible details related to the Execution phase like - the set of activities that need to be undertaken, the phases in which they will be undertaken, sequencing of these phases, resources required - their procurement and allocation, staff required and designated in each phase and other details for execution of the project. 

Thus, to make these plans, prior information on the project’s goals, objectives, deliverables, constraints, risks etcetera need to be available. This information is made available after the completion of Initiation phase and are often mentioned in the Project’s Charter. 

The tools that can be helpful in making a Project Plan are :-

1. Work Breakdown Structure(WBS) – it schedules the different tasks and breaks down the larger workload into sub-parts 
2. Gnatt Charts – They help in creating a project timeline for different activities. 
3. Milestone charts – Visual representation of expected progress. They highlight the different achievements at different stages of project execution

       Some of the different plans that can be a part of the Project Plan and hence the   Planning phase are :-

1. Resource Management Plan
It mentions the different resources (logistical, human resource, financial etcetera) required for different activities of a project. it could also include a schedule or timeline of when these  resources might be required.
2. Communication Management Plan
It details the information that needs to be communicated, the personnel it needs to be communicated to, the frequency and means of communication and the like.

3. Staffing Management Plan
It details the human resource required at different stages and for different activities of the project. It could also mention the skill set required of them, schedule of when they are introduced in the project and when they are released.

4. Financial Management Plan
It details the amount of financial resources required, their purpose and the stage of phase they will be required at

5. Procurement Management Plan
It details the method of procuring the required resources. It could mention the floating of a tender to gauge the interest of the vendors or suppliers at different stages of the project and also their selection criteria besides the purpose they will be required for.

QUESTION 4

The different activities that could be  performed during the project closure phase are 

1. Identify outstanding activities or tasks
2. Ensuring that all the tasks which could be completed are finished and all issues are resolved.
3. Identifying the activities required to complete the handover process – archiving details on the project and its records, follow – up activities, cancelling of supplier contracts
4. Communicating the closure of the project to all the stakeholders along with the outcomes or deliverables achieved
5. Preparing a plan to introduce the project’s deliverable to the customer environment
6.  Reassigning the personnel which were earlier working on other projects or in other department/ closing or completing the dues to the contractual employees
7. Reallocation of leftover and used resources
8. Possible creation of a mechanism to make the project deliverable self-sufficient
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