1/The World of Project Management

1/The World of Project Management


2.
Contrast win-lose negotiations with win-win negotiations and explain why the latter is so important in project management.


Win-lose negotiation is like a zero-sum game.  Anything one side wins is a loss for the other side.  In win-win negotiation, the outcome is such that both parties gain something from the interchange.  


Win-lose negotiating is dangerous for project managers who will have to deal with the same parties over and over again.  The project manager who forces a functional manager to lose will have created a permanent enemy.

3.
Identify the three goals of a project and describe how the project manager achieves them.  What does it mean for a project to be “overdetermined?”


The three goals of a project are:



o
On time, 



o
On budget, and 



o
To specification (i.e., including “quality” and “client satisfaction”).


The project manager meets the goals by making “trade-offs.”  For example, he/she can shorten the project duration by using more resources.  


An overdetermined project is one that has a fixed budget, fixed delivery time, and fixed specifications (i.e., all three goals are fixed).  In reality, projects must have some flexibility to allow for chance events.  In the case of an overdetermined project, there is no allowance for any such events.

4.
Contrast the two types of project life cycle and discuss why it is important to know which type the current project is following.


The traditional project life cycle (the S-shaped curve) is concave to the baseline during the last stages in the project life (i.e., the curve runs parallel to the x-axis).  Some projects, however, have a life cycle curve that is convex to the baseline at the end of the project life (i.e. the curve runs parallel to the y-axis).  This is known as a J-shaped curve).


The main reason one should understand the difference is that resource allocation for the two types is quite different.  (Cf. Chapters 4 and 6.)

5.
How does the weighted scoring approach avoid the drawbacks of the NPV approach?  Can the two approaches be combined?  How?  What weights would be appropriate if they were combined?


The weighted scoring model allows the introduction of nonmonetary and even qualitative elements into the selection criteria.  It also allows long-run benefits and risks to be considered.  


The two approaches can be combined by including NPV as a criterion in the scoring model.  Criteria weights are always selected with the approval of the organization’s senior policy makers, but typically the weight on NPV will be quite high if not the highest.

6.
What advantages are lost if the sum of the weights in a weighted scoring approach does not add to 1.0?  Why is it suggested that factors with less than 2 percent or 3 percent impact not be considered in this approach?


If the weights in a scoring model are normalized to sum to 1.0, each individual weight becomes the percent contribution that criterion makes to the score of whatever is being considered.  This makes it simple and quick to see the relative value of that criterion against the others.  


Dealing with criteria with such small impact on the final choice uses considerable amounts of the decision makers’ time and effort and contributes little to the choice. 

8.
Why is it important for a project to have “flexibility”?


Flexibility is needed in every project because projects are carried out in an uncertain world.  This is merely a different way of understanding why projects should not be “overdetermined.”

Suggested Answers to Discussion Questions

10.
Contrast the three types of nonnumeric project selection methods.  Could any specific case combine two of them, such as the sacred cow and the operating necessity, or the comparative benefits and the competitive necessity?

The three types of non-numeric selection models are quite similar in that they have set a single criterion for choice.  They differ in that the criteria are different.  

An example of using a combination of the sacred cow and the competitive necessity criteria might be a case where a project is set up to find a new and more effective advertising campaign to improve sales for a product suggested by the CEO.  

A combination of comparative benefits and the competitive necessity models might be used to choose the appropriate extensions for an application software program that seems too limited in its current level of development to maintain its place in the market.

11.
What errors in a firm’s project portfolio might the Wheelwright and Clark aggregate project plan graphically identify?

The method will allow senior management to identify the absence or over/under representation of any of the four types of projects; derivative, platform, break through, and R&D.  Management can then control the number and direction of each of the types as well as the types as a set or portfolio.

13.
In Figure 1-12, what distribution of large and small circles and squares across the four boxes would characterize a strong, well-positioned product development business?  A weak business?

A well-positioned product development business would generally be characterized by an appropriate mix of R&D, breakthrough, platform, and derivative projects.  Generally speaking, a strong company will have a mix of all four types of projects with the appropriate mix determined by the organization’s overall business strategy.  For example:


o
Organizations that compete by offering a continuous stream of new products based on the latest technology would likely have a high proportion of breakthrough and platform projects.


o
On the other hand, an organization that competes in relatively mature markets on the basis of costs may have a higher proportion of derivative projects. 

A weak and poorly-positioned product development business is generally characterized by too large a proportion of derivative projects and a mix of projects that are weakly linked to its overall business strategy.

16.
Construct a list of factors, conditions, and circumstances you think might be important for a manufacturing firm to evaluate during the project selection process.  Do the same for a computer repair shop.


Manufacturing firm


o
Production factors
Energy requirements, time required for installation, changes in raw material usage.  o
Marketing factors
Potential market size, probable market share, time till target market share is 






acquired, estimated life of product.  

o
Financial factors
Profitability, effect on cash flows, time until breakeven.  

o
Personnel factors
Labor requirements, availability of appropriate labor, impact on working conditions.

o
Other factors
Impact on environment, meet government safety standards, patent protections, impact on our image in the industry.  

Similar factors could be identified for the computer repair shop as well as others such as:

o
 Customer service
Time to repair, cost to repair, and so on. 
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