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Introduction
" Planning can best be described as the

function of selecting the enterprise
objectives and establishing the policies,
procedures, and programs necessary for
achieving them.

W

® Planning in a project environment may be
described as establishing a predetermined
course of action within a forecasted
environment.

® Planning is decision making, since it
involves choosing among alternatives.

® Planning is a required management function
to facilitate the comprehension of complex
_ problems involving interacting factors.
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® Flexible enough to handle unique activities
® Disciplined through reviews and controls

- mCapable of accepting multi functional
inputs

Successful project managers realize that
project planning is an iterative process and
must be performed throughout the life of the
project.
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FIGURE 11-1. The project planning and control system.

Figure TT-T identifies the type of project planning required
to establish an effective monitoring and control system. The boxes in the upper
portion of the curve Bvaamai So planning activities, and the lower portion

identifies the “tracking” or m he _msana »M@mcl%ll'\lll)
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[image: image4.png]One of the objectives of project

planning is to completely define all
work required. This is a necessity in a
project environment because: |

m [f the task is well understood prior to being
performed, much of the work can be
preplanned.

= [ the task is not understood, then during the
actual task execution more knowledge is
learned that , in turn, leads to changes in
resource allocations, schedules, and
priorities.

" The more uncertain the task, the greater the
amount of information that must be

processed in order to ensure effective
performance.
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Seven Steps of an Effective
Project Plan

W Scoping it out

m Identifying stakeholders
m Determining the quality
m Listing constraints

W Assessing your muscle
W Facing risks

m Setting goals
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What is your project’s scope?

What is the importance or need of your
project?

Who is your target customer, audience, or
recipient?

A project’s scope is a detailed description of what you are going to produce.
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Stakeholders are the organizations and
individuals in or affected by a project.

Who are the stakeholders for your project?
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Questions of quality can be based on either
explicit or implicit expectations.

Explicit expectations involve standards
overtly agreed upon by everyone involved.

Implicit expectations are often the unwritten
rules, opinions, and double standards that.
can turn a well-intended idea into a
quagmire of inefficiency.

“Anything worth doing is worth doing poorly.”

What this means is if something is important enough to accomplish, it needs to
be completed even if it falls short of perfection. Lowered standards may be
acceptable in some situations but totally inappropriate in a lot of others.
Everyone who has a stake in the project needs to agree on what yardstick of
quality will be expected.

Questions:
What are the explicit expectations about quality in your project?

Are there explicit expectations based on industry or government standards and
regulations?

Are there any explicit policies?
What implicit expectations could affect your project?
What can you do to turn implicit expectations into explicit expectations?
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Typical constraints are deadlines or the
availability of key resources or personnel.

Question:

What constraints can you identify for your
project?
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Some organizations are function-based; they
have structures grouped by specialty.
Functional organizations are usually
hierarchical. Each function has a boss.

Other organizations are project-based. They
exist to perform projects.

Questions:
From where or whom does your authority come for this project?

Does your project team have autonomy, or must team members receive
approvals within their own hierarchy?

Is there agreement in your organization about your project goals?

Are ther persons unrelated to the project who believe that they are
stakeholders? If so, what will you do about it?
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Risks are circumstances outside your
influence that may have a positive or
negative effect on your project.

L Questions:
’ Are there any significant risks to your project?
If so, what can you do to prepare for their eventuality?
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What are your project goals?

Using the answers to all the previous questions, set goals for your project.
Make your goals as detailed and clear as possible. Write them in such a way
that they will answer any major questions by stakeholders.

.





[image: image13.png]There are four reasons for project
planning:
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= To eliminate or reduce uncertainty
= To improve efficiency of the operation

= To obtain a better understanding of the
objectives

®To provide a basis for monitoring and
controlling work





[image: image14.png]C

There are nine major components of the

= Objective: a goal, target, or quota to be achieved by a
certain time

®= Program: the strategy to be followed and major actions
to be taken in order to achieve or exceed objectives

" Schedule: a plan showing when individual or group
activities or accomplishments will be started and/or
completed

® Budget: planned expenditures required to achieve or
exceed objectives

® Forecast: a projection of what will happen by a certain
time

= Organization: design of the number and kinds of
positions, along with corresponding duties and
responsibilities, required to achieve or exceed objectives

" Policy: a general guide for decision making an individual
actions

" Procedure: a detailed method for carrying out a policy

® Standard: a level of individual or group performance
defined as adequate or acceptable





[image: image15.png]Typical procedures that can assist project
managers during planning activities are:

" Let functional managers do their own planning.
Too often operators are operators, planners are
planners, and never the twain shall meet.

= Establish goals before you plan@the@

short-term thinking takes over.

" Set goals for the planners. This will guard
against the nonessentials and places your effort
where there is payoff.

= Stay flexible. Use people-to-people contact, and
stress fast response.

= Keep a balanced outlook. Don’t overreact, and
position yourself for an upturn.

" Welcome top-management participation. Top
management has the capability to make or break
a plan, and may just well be the single most
important variable.





[image: image16.png]Typical procedures that can assist project
managers during planning activities
continued:

" Beware of future spending plans. This may
eliminate the tendency to underestimate.

" Test the assumptions behind the forecasts. This is
necessary because professionals are generally too
optimistic. Do not depend solely on one set of
data. o v

" Don’t focus on today’s problems. Try to get
away, crisis management and fire fighting.

= Reward those who dispel illusions. Avoid the
Persian messenger syndrome (i.e., beheading the

bearer of bad tidings). Reward the first to come
forth with bad news.
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For the project to be successful, all
members of the horizontal team must be

aware of those strategic variables that can
influence the success or failure of the
project plan. The analysis begins with the
environment, subdivided as internal,

® [nternal environment
» Management skills
» Resources
» Wage and salary levels
» Government freeze on jobs
» Minority groups
» Layoffs
» Sales forecasts

m External environment
> Legal
» Political
» Social
» Economic
» Technological





[image: image18.png]The subdivision of the environment, into
internal, external, and competitive

= Competitive environment
» Industry characteristics
> Company requirements and goals
» Competitive history
C > Present competitive activity
> Competitive planning
— Return on investment

— Market share
— Size and variety of product lines

» Competitive resources





[image: image19.png]Once the environmental variables are
defined, the planning process continues
with the following:

® [dentification of company strengths and
weaknesses

= Understanding personal values of top
management

® Jdentification of opportunities

® Definition of product market

® [dentification of competitive edge

= Establishment of goals, objectives, and standards
" [dentification of resource deployment





[image: image20.png]TABLE 11-1. STRATEGIC PLANNING VARIABLES IN THE TIRE INDUSTRY

Internal

External

» Operating
* Product changes
* Volume (economies of scale)
e Wages vs. automation
e R&D
e Legal
* Product quality
» Union and safety considerations

e Economic
* Market indicators
e Division of market
» Production runs (timing)
 Pricing/promotion policy
» Sociopolitical
» Allocation of resources
» Raw material price/availability
e Feasibility of exporting
¢ Productivity levels

e Operating
¢ Customer requirements
e Capacity of plants
e Borrowing expenses
» Technological advances
e Legal
* OSHA noise levels
¢ Product liabilities
e DoT requirements
¢ Economic
¢ Forecast of industry
 Inventory (on hand/dealers)
 Steel and chemical output
e Competition
e Sociopolitical
e Produce what is profitable
¢ Primarily third world
e Threat of imports
Stability of free market

~

Identification and classification of the strategic variables are necessary to
establish relative emphasis, priorities, and selectivity among the alternatives, to
anticipate the unexpected, and to determine the restraints and limitations of the
program. Universal classification systems are nonexistent because of the varied
nature of organizations and projects. However, variables can be roughly catego-
rized as internal and external, as shown in Table 11-1.





[image: image21.png]A survey of fifty companies was conducted
to determine if lower-level and middle
management, as well as project managers,
knew what variables in their own industry
were considered by top management as
important planning variables. The
following results were obtained:

= Top management considered fewer variables as
being strategic than did middle managers.

C  mMiddle management and top management in
project-driven companies had better agreement
on strategic variable identification than did
managers in non--project-driven companies.

® Top executives within the same industry differed
as to the identification of strategic variables, even
within companies having almost identical
business bases.

" Very little attempt was made by top management

to quantify the risks involved with each strategic
variable.

C





[image: image22.png]As an example of the differences between
the project manager and upper-level
management, consider the six strategic
variables, listed below, that are
characteristic of the machine tool
industry:

= Business markets and business cycles
® Product characteristics

® Pricing and promotion policies

= Technolo gy changes

= Labor force and available skills

® Customer organization restructuring

Both project managers and upper-level management agreed on
the first four variables. The last two were identified by upper-
level management. The first, since many products are now made
of materials other than steel, the question arises as to the
availability of qualified workers. The second, because of the
need to continually communicate with all customers to ascertain
if they are contemplating developing or enlarging their machine
tool capabilities.
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[image: image24.png]The life-cycle approach is an attempt to
provide a methodology for uniformity in
project planning. Many companies,
including government agencies, prepare
checKklists of activities that should be
considered in each phase. These checklists
are for consistency in planning.

A second benefit of life-cycle phases is
control. At the end of each phase there is
a meeting between the project manager,
sponsor, senior management, and even the
customer, to assess the accomplishments
of this life-cycle phase and to get approval
for the next phase. These meetings are
often called critical design reviews, “on-off





[image: image25.png]Consider a company that utilizes the
following life-cycle phases:

....................................... e

= Conceptualization
® Feasibility
(_ ®Preliminary planning
® Detail planning
m Execution
® Testing and commissioning





[image: image26.png]The percentage of direct labor

hours/dollars that are spent in each phase
is shown below:

Phase Percent of Direct Labor Dollars
= Conceptualization 5

® Feasibility study 10

® Preliminary planning 15

® Detail planning 20

m Execution 40

= Commissioning 10

The interesting fact from this table is that as
much as 50 % of the direct labor hours and dollars
can be spent before execution begins.

The reason for this is simple: quality must be
planned for and designed in. Quality cannot be
inspected into the project. Companies that spend

less than these percentages usually find quality
problems in execution.





[image: image27.png]Companies that have histories of
successful plans also have employees who
fully understand their role in the planning
process.

The responsibilities of the major
players are as follows:

,, ..........

" Project manager will define:
> Goals and objectives
> Major milestones
» Requirements
> Ground rules and assumptions
> Time, cost, and performance constraints
» Operating procedures
> Administrative policy
> Reporting requirements

® Line manager will define:
> Detailed task descriptions to implement objectives,
requirements, and milestones

> Detailed schedules and manpower allocations to
support budget and schedule

> Identification of areas of risk, uncertainty, and conflict





[image: image28.png]The responsibilities of the major players
continued:

= Senior management (project sponsor) will:
> Act as the negotiator for disagreements between
project and line management
» Provide clarification of critical issues
> Provide communication link with customer’s senior
management

Successful planning requires that project, line and senior
management are in agreement with the plan.





